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Introduction 
ANNEWOODSWORTH 
LARGELIBRARIES, whether academic, public, special, or national, are 
becoming increasingly complex to manage. In response to dramatic 
societal, cultural, and technological changes, these libraries need an 
increasingly broad array of talent to achieve their missions success- 
fully. Not only are professional librarians with varying disciplinary 
backgrounds required, but other professionals are needed such as 
archivists, conservators, lawyers, fund-raisers, personnel experts, and 
computer scientists, to name a few. As new technologies are integrated 
into the fabric of already complex libraries, new problems will emerge 
in human resource management, and previously successful solutions 
will have to be reexamined. 
This issue of Library Trends brings together a collection of 
articles that discuss issues facing research libraries in trying to make 
optimal use of their most valuable asset, their cohort of human 
resources. A macro-analysis of the values and influences that shape 
the North American work force by Russell Shank provides an 
introductory setting for the issue. As he indicates, there have been 
fundamental changes in how workers are viewed since World War 
11. Both shifting cultural values and technological changes have 
brought stresses and pressures that seem endless. Within the world 
of research libraries, new ways of working, changes in interactions 
between scholars and librarians, and changes in organizational 
structures and funding are among the factors contributing to the 
need to pay more attention to the management of human resources. 
Anne Woodsworth, Palmer School of Library and Information Science, Long Island 
University, Brookville, NY 11548 
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The first three chapters following Shank’s article amplify both 
the nature of the diversity in the human resources pool of research 
libraries and explain the issues that indicate the need for concern. 
An overview of the types of specialists and professionals that work 
in research libraries is provided by Ellen Detlefsen. She describes 
how different types of professionals fit into research library 
organizations, their status, image, and functions. 
An incontrovertible part of the world of the research library is 
the interaction of scholars, the information technologies, and 
librarians. Using a model developed in the health sciences field, 
Rachael Anderson and Sherrilynne Fuller explore the changing roles 
of librarians in the broader academic environment, particularly as 
members of interdisciplinary teams outside of traditional roles and 
library walls. 
As a follow-up, Paula Kaufman discusses the differing cultures 
and value systems that must be accommodated as different professions 
work together in the research library environment. The kinds of 
tensions and conflicts that arise between professionals with a 
nonlibrary background and professional librarians are outlined, and 
suggestions are offered to eliminate barriers. 
The articles by Leigh Estabrook et al., Anne Woodsworth et al., 
and Maureen Sullivan explore issues stemming largely from the 
technological changes occurring in research libraries and their parent 
institutions. They indicate that technological changes have begun 
to point to flaws in organizational structures such as the pay plans, 
position classification systems, and job definitions that exist for 
librarians, computing consultants, system designers, and technical 
experts as they support learning, research, and scholarship. Leigh 
Estabrook et al. discuss the extent to which jobs within libraries 
have altered. Maureen Sullivan addresses the reality and prospects 
of the disappearance of middle managers in research libraries. And 
Anne Woodsworth et al. describe the extent to which jobs in research 
libraries and computing centers are becoming similar. 
Strategies for handling human resource needs of research libraries 
are provided by the final set of authors. Thomas Shaughnessy focuses 
on maximizing the potential of individuals in order to obtain the 
competencies needed within the changing research library en-
vironment. His experience with internships and developmental 
opportunities for staff point to successful options that research 
libraries can use in managing human resources. Jack Siggins takes 
a broader approach to a related problem and explores innovative 
approaches for creating and sustaining high levels of job satisfaction 
among information workers. Finally, Mary Wyly offers the 
experiences of the Newberry Library and its use of an uncommon 
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solution to staffing problems-the use of a cadre of volunteers to 
meet the needs of research libraries. 
Despite a seemingly enviable large and diverse group of 
professionals and support staff, most research libraries are finding 
that their complement of human resources is inadequate to meet 
current service demands. Reductions in staff size, forced furloughs, 
and runaway escalation in the cost of library acquisitions as well 
as in the array of resources demanded by their users, are among the 
many factors that dictate the need to reexamine how human resources 
are managed in research libraries. These articles do not pretend to 
solve the endless and evolving array of personnel problems. They 
do, however, shed light on some of the more troubling issues facing 
research libraries in the 1990s. 
Cultural and Technological Influences: 
An Introduction 
RUSSELLSHANK 
ABSTRACT 
MODERNECONOMIC ANALYSIS in the United States considers the work 
force as composed of individuals with life needs which must be taken 
into account and not merely viewed as commodities in business 
equations. This leads to the inclusion of factors not related directly 
to agency outputs in decisions that involve the management of human 
resources in the workplace. The combination of changes in the culture 
and in the technology of the information age are seen as the chief 
influences in the issues of the management of human resources in 
the research library. 
CULTURALINFLUENCES 
The research library is a rich setting for the study of the issues 
ofhuman resource management. It brings together staffs large enough 
to exhibit the wide array of characteristics that must be considered 
in the management of human resources and the powerful pressures 
of the information age which are defying basic traditions in the work 
of librarians. Further, i t  operates in an environment of significant 
change in the mores of information behavior of its users, creating 
additional pressures on work flow and job descriptions in the library. 
In the realm of human resource administration, it challenges all who 
work in it-managers and employees alike. 
Macro-level economic analysis discloses fundamental changes in 
the national work force over the years since World War I1 and in 
the values used to make decisions on how the worker is viewed. They 
Russell Shank, University Library, University of California, 21518 URL, Los Angeles, 
CA 90024-1575 
LIBRARY TRENDS, Vol. 41, No. 2, Fall 1992, pp. 180-86 
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emphasize personal rights not formerly deemed relevant to human 
resource management (“Big Crusade of the ~OS,” 1980). The 
commanding economic analysis in the culture of developed nations 
no longer considers the worker as a commodity but rather as a human 
being whose total life must be considered (Ginzberg, 1976, pp. 5-
7). As is typical of major changes in a culture, however, more 
innovations in the management of people in the workplace have 
been proposed than have become standard practice. Nevertheless, 
trends in social expectations create inexorable pressures for change 
in human resource management. The human resource approach to 
economic analysis “stresses the active and responsive role of human 
beings in decisions that affect them, now or in the future” (Ginzberg, 
1976, p. 12). 
In this view, the premier considerations for an economy include 
work that is structured to provide opportunities for people to add 
to their skills and competencies, equitable rewards for similar work, 
and working conditions that add to the quality of life (Ginzberg, 
1976, pp. 26-27; Kolodny, 1979). Our culture creates expectations that 
both personal and material needs are important to the quality of 
life. 
The focus of human resource management for nearly half a 
century has thus been on the recognition of individual rights. While 
specific employee benefits may wax and wane with economic 
conditions, the requirements of the individual lie at the foundation 
of the relationship between the organization and the worker. 
One of the key consequences of this cultural change is that 
women, seeking more satisfying personal fulfillment, have become 
a larger presence in the work force, and two-income families have 
become important in order to reap the full, and often obtain even 
the basic, benefits important to a “quality” life (Astin, 1984). These 
few and simply stated fundamentals of economic analysis are at the 
base of a host of issues in human resource management. 
The national economy of North America requires that both 
women and men participate in the work force. It is vital, therefore, 
to accommodate the human qualities related to the roles which both 
sexes play in society. Such things, for example, as maternity leaves 
for females, health- and home-care leaves for males, flexible and 
adjustable hours of work to help meet family demands, and child 
care facilities, are strong needs which must be met if the employer 
wants a stable work force. 
Nor is this merely an anomalous situation which will soon 
dissipate. It is estimated that women will constitute 64 percent of 
the new entrants into the work force over the next ten years in the 
United States. It is equally clear that labor market equity between 
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men and women has not been achieved (Adelman, 1991, p. 1). While 
university classification and pay plans tend to be gender blind within 
classifications, it is questionable whether they provide proper 
relationships in pay and benefits across classification lines for similar 
work. This is a presumption which demands study. It remains true 
that more men than women achieve higher rankings in library 
administrative structures (Detlefsen et al., 1991). 
TECHNICALINFLUENCES 
Forces attributable to the information age compel greater, longer 
lasting, and more basic changes in human resource requirements and 
management in research libraries than those wrought by perhaps 
any other element of our culture. The clash of the demands of the 
milieu of the modern information agency with those of the culture 
which highlights individual rights of people in the work force creates 
frictions between management and the worker. These frictions require 
ingenuity and finesse in handling. 
Eleven of the top twenty-two critical technologies in the United 
States are in the information sector of the economy. These include 
such things as high performance computing and networking 
capabilities, data storage, intelligent processing equipment, and 
systems management technologies (Tolchin, 1991). Without a work 
force educated and trained to perform in these fields, our economy 
would be imperiled to the point of disaster. The requirement for 
higher education and greater technical skills in the information age 
are absolute and pervasive factors in all kinds of agencies and at 
all levels of work. 
An immediate consequence of the growth of the information 
sector of the economy is the need for educational programs aimed 
at creating and sustaining a work force more highly skilled than 
ever before. This applies to both the professional and the technical 
segments of the work force (Enzer, 1986). Shortages already exist in 
the pool of talents in the work force-so much so that the federal 
government has modified immigration laws to increase the number 
of skilled people allowed to enter the country (Pear, 1990). 
The demand is so great that many of the larger corporations 
are investing in educational programs designed to upgrade the level 
of competency of the work force. IBM, for example, has spent over 
$50 million a year on training centers that have turned out as many 
as 25,000 graduates a year (Gergen, 1989). The executives of a number 
of large corporations are on a crusade to improve education, driven 
by the specter of “a soup-kitchen work force for the post-industrial 
economy” (Autry, 1991, p. F11). The employers of temporary office 
help, recognizing the need to fine tune personal skills in automation 
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tasks, have developed tests to help applicants determine the directions 
they must take to improve their skills (Burnson, 1990). 
Obviously, entry level educational programs for librarians and 
information specialists should be changing. It is difficult, however, 
to imagine that any single discipline can meet the educational 
requirements for all jobs in research libraries. At least a limited 
number of job opportunities exist in these libraries for people 
educated in information disciplines other than librarianship. 
Pressures from demand in the marketplace for information 
professionals create the potential for inequities in salaries and other 
benefits between librarians and persons with skills in the so-called 
high technologies. To the extent that research libraries need to recruit 
these people, they will face problems in dealing with existing staff. 
Career opportunities in research agencies, such as universities, for 
people with these skills are perhaps more varied than for librarians, 
invoking an aura of elitism among them which can be offensive 
to the library staffs amidst whom they work. 
Among other things, employers find it imperative to build 
commitments to education and training into the chores of the normal 
workplace. Information handling technologies are changing so 
rapidly that opportunities for upgrading skills and knowledge must 
be provided for even the already technically capable staff members. 
Specialties in information work are so complex that it is questionable 
whether there can be anything like a “generic” librarian. It has 
become quite normal to find research libraries offering their 
employees short courses in the use of microcomputers and relevant 
software, for the improvement of skills in general, and to improve 
their performance on the job. Even without formal on-the-job 
education and training programs, one of the hallmarks of a 
“professional” is the ability to continue to learn through self 
education. Whether time can be provided for self education or is 
to be required for advancement on the job are issues for deliberation. 
One of the key problems in human resource management in 
the research environment is the ever-broadening gap in educational, 
experiential, and training requirements between those who are needed 
in library administration and those in high level technical 
performance. The complexities in the operation of the modern 
information agencies are such chat exceptional but different skills 
are required for top-level administration and for systems design and 
operation. This has long been true to some extent, but the 
sophistication of the modern information environment makes this 
a much more important factor than ever before. This creates additional 
stress on the continuing education required for professional growth 
and on the administration of classification and pay plans for research 
library staff members. 
The spectacular innovations in information technology foster 
change in library operations, organization, and management. They 
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bring new problems and pressures on human resource management. 
And, in some cases, they offer solutions, albeit often resisted for their 
defiance of tradition. Health problems, which are speculated to be 
related to computer work, are constantly being examined but with 
confusing conclusions (“Preventive Medicine,” 1990; Schnorr, 1991; 
Walters, 1991). Potential is created with the use of computing and 
telecommunications technologies for work to be performed off-site. 
Telecommuting, as it is often called, has made very limited inroads 
in society, but the prospect is always present (Cross & Raizman, 1986). 
Little study has been undertaken to determine what kinds of library 
work, and how much, can be done off-site. If nothing else, online 
capabilities on campus networks offer opportunities to change the 
working conditions and workplaces of many employees on campus. 
One of the key questions in both the commercial and the university 
setting is how to deal with the traditional thought that supervision 
of staff members can only be performed in-house. 
The number of issues of human resource management raised 
by the information age seems endless. Home computers, FAX 
machines, paging devices, and cellular telephones have extended the 
office and the working hours of many people. Executives, particularly, 
now work as much as 20 percent longer than they did a decade ago 
(Kilborn, 1990). The examination of transactions in computerized 
work allows systems designers more easily to spot flaws in the design 
of processing techniques, but it also raises the specter of supervisors 
monitoring individual performance to the point of invasion of privacy 
(Kilborn, 1991). 
Administrators expect that automation in libraries should lead 
to the need for a smaller staff. Productivity is increased through use 
of computers, but, in the academic environment, workload measures 
are anathema-so one cannot use the argument made in commerce 
that the cost of computer/communications technology is worth the 
investment. Rather than reduce staff size because of automation, 
libraries have offered more services and reduced the time to perform 
many tasks which formerly were backlogged. Computer processing 
allows for varied distribution of library tasks, dispersing many to 
branches-eliminating others. Work which was hitherto jealously 
guarded as the province of only professional librarians has shifted 
to paraprofessionals in many parts of the field. 
Top-level research campus administrators are faced with the 
complexities of the blurring of the boundaries among information 
functions when making decisions on campus organization and the 
selection of department heads. The research library is only one of 
a number of units on the university campus whose primary goal 
is the management of information processes. Varied patterns of 
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organization for administration of the information functions of the 
campus have emerged, giving primacy in some cases to the technology 
of information management and in others to the missions to be 
performed (Woodsworth, 1991). Neff (1985) makes a strong argument 
for the merging of library and computing systems. West and Katz 
(1990) present a logical matrix for the allocation of responsibilities 
for some of the work in a large and complex university system. Quite 
obviously, the patterns reflect local influences and the agenda of chief 
campus administrators. 
The mixing of information professionals on a campus can have 
a profound impact on the structure of classification and pay plans 
involving librarians, systems designers, technical experts, and other 
related professionals. The pressure of new developments in technology 
and the resulting changes in job content and the need to consider 
the social setting of the worker have led to the establishment of new 
concepts in the design of workplaces and jobs (Kolodny, 1990). There 
is little evidence that new technology has led to any orderly job design 
concepts in libraries, however. 
The changes in organizational structures and job content in 
hitherto tradition bound agencies are not the only stress producing 
events on the university campus. The use of new equipment must 
be learned. New technologies suggest new ways of working. People 
from different disciplines, not just librarianship, can perform vital 
tasks in libraries. All of these things challenge “rights”-to jobs, 
to styles of work, to control of changes, to salaries and wages, and 
to the places and conditions of work. Anxiety and signs of panic 
and stress among the staff of the research library are to be expected. 
A failure to heed them in the management of human resources can 
be catastrophic. In the words of Tom Peters (1990): “The work force 
is indisputably our principal asset” (p. 127). As will be evident in 
the articles which follow in this issue of Library Trends, research 
libraries are well aware of these and other elements of human resource 
administration. 
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Specialists as Professionals in Research 
Libraries: An Overview of Trends and an 
Analysis of Job Announcements 
ELLENG. DETLEFSEN 
ABSTRACT 
A TREND TOWARD THE CREATION of specialist professional positions, 
and particularly positions that attract professionals without a master’s 
degree in librarianship, has resulted in new titles and new 
responsibilities for specialists in research institutions and libraries. 
These individuals are hired by the research library because they bring 
a specific set of skills or expertise to the job. An analysis of recent 
job announcements from research libraries makes apparent the variety 
of professional specialists being sought, the positions in which these 
professionals will serve, and the criteria set by the institutions for 
the job seekers whom they will hire. The implications of the use 
of non-M.L.S.-degreed professional specialists and managers, or 
M.L.S.-degreed professionals with additional professional degrees or 
certifications, are seen as a challenge for both the research library 
and for library education. 
INTRODUCTION 
Professional association and federal government figures indicate 
that libraries employ thousands of persons as “librarians” and 
thousands more as “other professionals” (Lynch, 1990, p. 42). In-
creasing attention has been paid to the use, and growing numbers, 
of professional positions in research libraries, particularly to the use 
of non-M.L.S.-degreed professionals to staff some positions. Many 
research libraries employ. specialized individuals with advanced 
training and graduate degrees for a variety of tasks. These individuals 
Ellen G. Detlefsen, School of Library and Information Science, Women’s Studies 
Program, University of Pittsburgh, Pittsburgh, PA 15260 
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are often classed as a group of professional employees within the 
institution who work together in furthering the mission of the 
organization (White, 1991, p. 74). Although seen primarily in the 
research and special library communities, these individuals can be 
found throughout all sectors of library practice (Greiner, 1990). New 
titles and responsibilities have also emerged as these specialists rise 
through the ranks of research institutions and libraries (Drake, 1991, 
pp. 137-38). 
Studies of the professions and their role in the work force have 
seldom focused on the information professions, and much of the 
understanding of the professional labor force comes from the work 
of sociologists rather than that of librarians or library researchers 
(Abbott, 1988). In legal terms, the National Labor Relations Act (1988) 
does define professional employee quite precisely, and specifically 
notes the character of the work and the education required for such 
a position: 
The term professional employee means (a) any employee engaged in 
work (i) predominately intellectual and varied in character as opposed 
to routine mental, manual, or physical work ...[and] (iv) requiring 
knowledge of an advanced type in a field of science or learning 
customarily acquired by a prolonged course of specialized intellectual 
instruction in an institution of higher learning .... (p. 12) 
These individuals are typically hired by the research library- 
be it in academia or the special library environment-because they 
bring a specific set of skills or expertise to a position. While few 
library administrators will admit outright or go on record publicly 
to state that traditional M.L.S.-degreed professionals specifically lack 
these skills or this expertise, the practice appears increasingly 
widespread. 
ANALYSIS PRACTICESOF CURRENT 
An analysis of recent (i.e., the last six months of 1991) job listings 
for library and information professionals in the Chronicle of Higher 
Education, the College 6. Research Libraries News, the New York 
Times, Science, and postings to library school placement offices and 
on several computer lists by research libraries reveals the variety of 
professional specialists being sought, the positions in which these 
professionals will serve, and the criteria set by the institutions for 
the individuals whom they will hire. 
As these announcements clearly show, specialists fall into three 
categories: (1) subject-specialized positions; (2)technical positions; 
and (3) administrative positions. The desire of research libraries to 
hire subject-specialized individuals is clearly a well established 
practice. Interest in technically trained individuals arising from the 
recent advent of widespread library automation is a new development. 
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Seeking and hiring administrators with specialized management 
training and experience is the most current development. 
Subject Specialists 
The qualifications stated in many advertisements for subject- 
specialized positions of ten include phrases such as “ALA-accredited 
M.L.S. or equivalent experience, with an advanced degree in a subject 
area.” This clearly implies that subject knowledge is more important 
to the institution than is graduate education in librarianship. For 
example, a major mid-Atlantic university1 soliciting a reference 
specialist for its special collections department placed an ad in the 
Chronicle of Higher Education, in late spring of 1991, asking for 
candidates with an “M.L.S. from an ALA-accredited library school 
or M.A. or Ph.D. [italics mine], preferably in American history or 
literature.” Similarly, a well-known midwestern historical society, in 
its Fall 1991 SLA SfieciaList ad for a “librarian/archivist for position 
as Head of Reference Department” asked for a “graduate degree in 
library science, history, or related field.” Even a well-known North 
American national library, advertising in Science in late spring of 
1991, specified that its positions requiring “subject matter knowledge” 
could be filled by candidates with “a Bachelor’s degree in the 
appropriate subject area, a Master’s degree in library science or 
comparable library experience, or [again, italics mine] a Master’s 
degree in the appropriate subject area.” 
At the same time, another well-known North American national 
library looking for a “research librarian,” stated in the fall of 1991 
in a generic recruitment letter directed to deans of accredited programs 
leading to the first professional degree in library science, that: 
In addition to possessing professional education in library science (or 
equivalent experience), candidates must have completed graduate study 
in a subject matter or language area appropriate to the position as follows: 
( 1 )  all requirements for a doctoral degree (Ph.D. or equivalent); OR 
(2) 3 full academic years of graduate education. 
Perhaps the most widespread and long-term insistence upon 
subject-specific credentials for employment in research libraries comes 
from law libraries and archives. Advertisements from these 
organizations typically are straightforward and very clear about the 
primacy of subject knowledge. In a spring 1991 ad in the Chronicle 
of Higher Education, a midwestern university law library invited 
“applications for a new position of Reference/Computer Services 
Librarian” whose qualifications were an “accredited JD and either 
an M.L.S. or M.S. in coniputer/information science.” At the same 
time, a large West Coast academic law library posted a description 
of the library and the open Reference Librarian position on the Zaw-
lib-request2 computer conference: 
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Ours is a very service-oriented, highly automated library, serving a 
distinguished faculty and a diverse clientele. Duties include direct faculty 
service, reference desk assignments, and bibliographic instruction, all 
shared with friendly colleagues. J.D. and M.L.S. preferred, although 
substantial academic law library experience may substitute for one [italics 
mine] of the degrees. 
Similarly, it is clear that archival jobs in research libraries, 
historical societies, and similar scholarly institutions are available 
to professionals who may or may not have graduate level training 
in library science. In advertising in the summer of 1991 for two 
professional positions in a public policy library at a southern 
university, the qualifications needed were bluntly stated as a “Master’s 
degree and ACA certification [ACA = Academy of Certified 
Archivists].” There was no mention of professional credentials in 
librarianship. In the early fall of 1991, a large health sciences university 
advertised an  archival opening on the A A H S L D  computer 
conference,3 seeking a professional for a grant-funded position 
involving the management of information and records about AIDS 
services organizations. Their requirements included “a broad 
knowledge of the subject, including basic medical knowledge of 
Acquired Immune Deficiency Syndrome [and] a Master’s Degree in 
archival administration, library science, or history with course work 
in archival administration and records management.” 
Examples can also readily be found illustrating other positions 
for information professionals in research libraries which do not 
specify graduate education in librarianship at all. These subject- 
specialized jobs are being advertised in traditional library media, 
however. For instance, a national museum library sought a specialist 
book conservator. Its midsummer 1991 ad in College 6. Research 
Libraries News asked for the following qualifications: 
knowledge of historical and current binding techniques, paper chemistry, 
production and quality of book-binding materials, and impact of 
environment on library materials ...specialized experience in  book 
conservation or graduate education or a combination of both required. 
At the same time, a mid-Atlantic historical society sought, via an 
advertisement in a summer 1991 issue of the SLA SpeciaList, a 
specialist 
curator/historian to administer its research library, lead an active 
collecting program, participate in planning exhibitions using the 
research collections.. .successful candidates should have an MA in 
American history or American studies with special interest in local and 
social history ...two years professional experience in an historical 
institution or research library ...graduate courses in archival management 
or manuscripts processing preferred. 
A New England university, with a specialized research library in 
physics, advertised for a librarian in the same issue of SLA SpeczaList 
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and asked only for a “knowledge of the field of librarianship, 
substantial knowledge of research methods and techniques, [and] 
familiarity with information science.” 
In a similar vein, the following notice was posted by a major 
Pacific Northwest university to the biomedical research community 
in an early spring issue of the Health ZnjoCom Network New& 
Position Available: Research Literature Analyst 
Index scientific literature on nonhuman primates; produce topical 
bibliographies; perform custom subject searches. Expertise i n  
[neuroscience subject field] is especially relevant. This position requires 
a bachelor’s degree in a biomedical or zoological field, experience using 
computers, and 2 years professional experience in literature analysis. A 
graduate degree and experience reading scientific literature and doing 
subject indexing are preferred. 
These sample advertisements for positions seem to indicate that 
the research library has recognized that the traditional graduate degree 
M.L.S. programs, even those full-service programs that offer 
specialized coursework in archives or preservation/conservation or 
biomedical and legal librarianship, do not include sufficient 
preparation for subject specialists and that someone with graduate 
education in library science will not or may not have the requisite 
skills to perform the specialist’s job. The need to recruit talented 
professionals with a subject-specific background is greater than the 
need to have that person show evidence of formal credentials in 
librarianship. 
Practicing professionals with the M.L.S. degree are also quick 
to acknowledge that an additional subject-specialized degree or 
certificate is important. In a recent follow-up study of M.L.S. 
graduates from the University of Pittsburgh, investigators found that 
the explicit need for a second degree was obvious both in the numbers 
of individuals who had obtained or were in the process of earning 
a second subject degree, or in the written comments about their career 
paths (Detlefsen & Olson, 1990, p. 303). As one of the special librarians 
put it: 
My library degree has enabled me to work for two very large, successful 
companies. I earn a great deal of money which makes me very happy. 
However, upward mobility is very limited without another degree such 
as [one in] business ...I am ready for a career change. (Detlefsen et al., 
1991, p. 89) 
The fact that degreed individuals with subject specialties are 
available and willing to work in research libraries, as opposed to 
their perhaps more typical environments of academe and professional 
practice, also increases their attractiveness to the library. It is well 
known that there is more of a paucity of professorial jobs for the 
Ph.D. in some disciplinary fields. Inability to achieve tenure, even 
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with excellent performance, because of no-growth mandates in higher 
education, has forced greater numbers of doctorally trained specialists 
to seek alternative employment. Research libraries have been quick 
to take advantage of the availability of such scholars. As lawyers 
face a similar phenomenon, the attractiveness of hiring or requiring 
(for purposes of accreditation, for example) JD-degreed individuals 
for more and more law library openings is also becoming apparent. 
There may seem to be some salary advantages to being a subject- 
specialized professional working in a research library environment, 
but aside from the specific cases of the lawyer-librarians who seem 
to be paid more highly than librarians (but less than lawyers), subject 
specialists are being offered salaries comparable to those of M.L.S. 
graduates. In other words, subject specialists are treated as professional 
employees on a par with those professionals whose specialization 
is in the professional field of library science. 
Technology Specialists 
A second major area in which research libraries seek specialists, 
or non-M.L.S.-degreed professionals, is for technology centered 
activities, largely because of the need for individuals who can handle 
the technical aspects of library automation, electronic resources, and 
management information systems responsibilities. These positions 
tend to be offered at two ends of the employment spectrum. On the 
one hand, libraries seek entry or lower-level hires who can handle 
day-to-day tasks of computer maintenance, programming, systems 
analysis, and the like. Or they seek individuals for department head 
or higher level positions who can deal hands-on with information 
technologies along with management responsibilities in imple- 
mentation and strategic planning. 
In the former group, a recent posting to the PACS-L.5 computer 
conferenceis illustrative. A large urban public library was advertising 
in the early spring of 1991 for a “microcomputer specialist” and 
asked that the candidates demonstrate “experience with library 
information technologies and mainframe computer operations [and] 
educatiodtraining in microcomputer architecture, applications and 
repair.” No degrees, nor any minimum experience requirements, were 
specified, and the salary range of $30,000 to $37,000 was well above 
that of the average public librarian with an M.L.S. degree. 
A specialized science library, heavily supported by government 
research contracts, posted a position notice to the PACS-L conference 
in the last months of 1990. It announced a “Job Opening for Library 
Automation Systems Analyst,” which required two years of software 
specific technical experience and a “four-year degree in a technical 
field with significant library experience and/or ALA accredited MLS 
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degree (or equivalent) with significant computer experience.” The 
stated salary range was $35,000to $50,000, well above the salary range 
for librarians in the same organization. 
A position of “Library Technologist” was advertised on the 
MEDLZB-L6 computer conference early in 1992. The job description 
entailed working with library staff on “library-related applications 
of computing and networks.” The job required a “bachelor’s degree 
with 12 hours of computer-related courses or equivalent experience,” 
with a “computing-related degree or graduate degree in library science 
preferred.” With a salary starting at $30,000, this position clearly 
offered greater reward than that earned by other library professionals 
in the institution. 
The ambivalence about which kind of training best suits an 
individual for a technology driven position is exemplified in the 
vacancy announcement posted to the MEDLZB-L computer conference 
by a large and highly automated academic health sciences library 
in the spring of 1991. The announcement for a “Technical Systems 
Coordinator” required “either an MLS from an ALA accredited school 
with 1-2 years experience with automation of library operations; or 
an advanced degree in Computer Science with 1-2 years experience 
with library systems.” 
In a completely idiosyncratic move at the end of the summer 
of 1991, a major government agency, in a Request for Proposal to 
operate regional information centers, listed two job descriptions for 
technical personnel. One was for a “Senior Management Information 
Specialist,” a position which required a “Bachelor’s degree with 
subsequent professional training in  computer science or 
management/information systems.” The other was for several 
“Information Search and Retrieval Specialists,” who needed to 
present a “high school diploma with subsequent college-level 
education and professional training in computer operations involving 
management/information systems.” These jobs both involved library- 
like activities and could have been performed by individuals with 
credentials in library science. 
At the other end of the technology-related job spectrum are 
professional positions in research library settings where the expertise 
is both technological and managerial. Judging from the carefully 
crafted position announcements, these individuals seem equally 
difficult to recruit. 
In 1991 postings to the PACS-L list, a national consortium sought 
a “Systems Coordinator” to be paid about $30,000 a year to “manage 
a rich and varied technological environment” and simply noted that 
“applications from candidates with backgrounds in librarianship, 
academic computing, or both will be particularly welcomed.” A 
194 LIBRARY TRENDSIFALL 1992 
$50,000 position for an “Assistant Director of Automated Systems” 
at a major midwestern university required an “ALA-accredited 
Master’s Degree in Library Science or an advanced degree in Computer 
Science or some other relevant field.” A West Coast university library, 
in describing the qualifications for a $55,000 opening for an Assistant 
University Librarian for Systems, coyly noted, “MLS from an ALA- 
accredited school normally [italics mine] required.” 
Management Specialists 
These technological positions at a middle-management level 
herald the increasing flexibility in requirements, qualifications, and 
educational credentials that are also characteristic of the third group 
of library positions for which other specialists are sought-those of 
chief management officers of one kind or another. Whether described 
as a manager, director, chief, or university librarian, it is increasingly 
clear that these individuals need not always present the traditional 
credentials in library education and training. 
A PACS-L posting that sought a “Project Director” for a large 
multiuniversity resource-sharing consortium/network in the mid- 
Atlantic region, required qualifications for the position that would 
provide “leadership and vision.” It asked for a “college degree and 
five years of experience in programming and applications analysis” 
with desirable qualifications such as “graduate degree in information 
science or a related field.” An advertisement in the New York Times 
by a well-known and very large national law firm with offices in 
five major cities asked for a “Library Manager. ..a professionally 
trained and experienced individual [who] will have an MLS from 
an ALA accredited program or [italics mine] a business degree.” 
In the summer of 1991, a large federal-level agency seeking a 
“Chief” for its Library Branch took out a large box advertisement 
in Science to detail its criteria for the $60,000-80,000position. It asked 
only for “an ALA-accredited advanced library degree or equivalent 
professional experience.” Even the Fall 1991 position description 
(circulated to deans of library education programs) for the executive 
director of a large professional association in librarianship asked only 
for “an ALA-accredited MLS (or equivalent) degree.” 
Two 1991 position descriptions for directors of major university 
research libraries were even more telling in their descriptions of the 
appropriate credentials for a senior academic manager. A $75,000 
position in the Northeast (advertised in the S L A  SpeciaList) asked 
only for a “relevant advanced degree” and the “ability to interact 
with faculty as an information scientist as well as an administrator.” 
A position as university librarian was available at a major West Coast 
institution and asked that successful candidates need only present 
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“an appropriate higher degree (either an M.L.S. from an ALA-
accredited library school or [italics mine] a Ph.D or equivalent 
experience.” 
As in the earlier cases of subject specialists and computer 
specialists, there were also in this managerial domain positions in 
which the specialist qualifications completely overwhelmed the need 
for any education or certification in librarianship. For example, a 
very large nonacademic research library looking for a “Manager of 
Major Gifts,” took out an ad in the Chronicle of Higher Education 
to ask for a “seasoned professional with creative ideas, a commitment 
to education and culture, and a proven track record of working with 
donors and volunteers on major gifts.” No library education or 
experience was mentioned. 
Similarly, another large West Coast university, in a boxed ad 
in Science, sought candidates for the director of its Academic 
Information Systems, a division of the university library. It specified 
that the qualified candidate must have a Ph.D. in information or 
computer science or equivalent and an additional subject degree in 
the biological sciences for the $66,000-80,000 position. And, at an 
extremely large federal agency with a “newly-created position of 
Director of Information Strategies to serve as ‘Chief Information 
Officer,’” the full-page advertisement specified no credentials 
whatsoever in terms of either experience or education. The ad stated: 
candidates must have substantial knowledge of information technology 
trendduses, including hardware/software/communication/multimedia 
publishing technologies; visionary ability to analyze the informational 
needs of a large, highly complex organization, and to develop/implement 
responsive informational systems ....Highly desirable is the ability to 
negotiate successfully innovative synergistic relationships with 
information technology providers/users. 
These positions emphasize fewer and fewer professional 
characteristics as they rise higher and higher in the organization. 
They also seem to point to a willingness on the part of library search 
committees and institutional chief executive officers to seek and hire 
candidates with specializations built upon experience rather than 
degrees, and with professional expertise based on education and 
credentials in nonlibrary fields and disciplines. 
The implications of this trend toward the use of n0n-M.L.S.- 
degreed professional specialists and managers, or at least the 
preference shown for M.L.S.-degreed professionals with additional 
professional degrees or certifications, are troubling not only for those 
who aspire to such positions. New recruits to the field, newly admitted 
M.L.S. students who seek a career in research libraries, and those 
who would use the pursuit of additional academic work as a means 
to enhance their experience in order to change jobs, should be advised 
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of the trend and the apparent positive impact that the acquisition 
of an additional professional degree will have on employability. 
Similarly, professionals in other fields such as business, computer 
science, law, and some specific subject disciplines such as the 
biological sciences and history, ought to be told that rewarding and 
successful careers are available in research and special libraries. 
Strategies need to be developed for informing the career planning 
offices in graduate programs and professional schools about such 
opportunties, probably at the level of research library director to 
university deans. 
A strong case can also be made for the non-M.L.S.-degreed 
professional to take coursework in ALA-accredited graduate programs 
as an adjunct to their professional responsibilities, particularly if 
the LIS coursework is focused on the issues of the role, structure, 
and function of the research library; on information-seeking behaviors 
of scholarly and research communities; and/or on the specifics of 
research library practices. Such individuals need not necessarily take 
the full master’s level program, but perhaps an “Executive M.L.S.” 
(styled after the successful executive MBA programs offered by many 
schools of business administration) might be mounted by several of 
the larger and research-focused LIS programs as a service to these 
professionals and to the research libraries that have hired them. 
Another model for providing LIS training to non-M.L.S.-degreed 
professionals might be the business school programs specifically 
designed to take humanities and social sciences Ph.D.s and outfit 
them for employment in the nonacademic, corporate, or public 
sectors. 
There are those who argue that employment of these n0n-M.L.S.- 
degreed or double degreed individuals is an affront to M.L.S. degree 
holders. These attitudes are best seen as overly protective and/or as 
defensive tactics. The power to be gained from the interdisciplinary 
perspective brought to the research library by those with another 
professional perspective far outweighs the potential loss of M.L.S. 
positions within research libraries. 
NOTES 
For reasons of confidentiality, all libraries whose advertising is quoted in this article 
have been described generically. Copies of the full texts of the ads and postings 
are available, for research purposes only, from the author. 
For information about this computer conference, subscribed to largely by academic 
law librarians, send e-mail to <jcjanes@ucdavis.ucdavis.edu> or <JCJANES@ 
UCDAVIS.BITNET>. 
3 For information about this computer conference, largely subscribed to by academic 
health science center library directors, send e-mail to <peaywj@cc.utah.edu> or 
<PEAY WJ@UTAHCCA.BITNET>. 
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For information about this electronic newsletter, largely subscribed to by health 

sciences professionals, send e-mail to <ddodell@stjhmc.fidonet.org> or C ~ T W ~ H ~  

ASUACAD.BITNET>. 
For information about this computer conference, mostly used by academic, public, 

and special librarians interested in computer applications in libraries, send e-mail 

to <LIBS@UHUPVMI.BITNET>. 
For information about this computer conference, largely for medical librarians from 

various institutions, send e-mail to <HSLSTART~UBVM.BITNET> or <hslstart@ 

ubvm.cc. buffalo.edu>. 
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Librarians as Members of Integrated Institutional 
Information Programs: Management and 
Organizational Issues' 
RACHAEL. AND SHERRILYNNEK ANDERSON S. FULLER 
ABSTRACT 
THISARTICLE DESCRIBES some of the roles and relationships 
developing in IAIMS (Integrated Academic Information Management 
System) environments, primarily, but not exclusively, in academic 
health sciences settings, which have been funded by the National 
Library of Medicine program. It discusses several organizational and 
management issues and related implications which are emerging as 
librarians become integral parts of faculty teaching and research 
efforts and as the library assumes broader administrative 
responsibilities. 
INTRODUCTION 
For many years, academic librarians have joined faculty in 
academic activities that range from team teaching to developing and 
teaching stand-alone courses in a variety of disciplines (Hall & Byrd, 
1990; Mellon, 1987; Thomas, 1988). In the health care environment, 
clinical librarians have participated as members of the patient care 
team to identify questions raised in the course of medical rounds 
and then search the literature for appropriate articles and provide 
them to the physicians and other health professionals on the team 
(Cimpl, 1985). In the research arena, librarians have been funded 
with grants to organize and manage the literature of specialized subject 
domains. Library administrators have been called upon to manage 
departments and programs outside the library, including computer 
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centers, media production services, microcomputer laboratories, and 
classroom support services. 
Although librarians have been working alongside faculty, 
researchers, and administrators in these and related areas, few articles 
can be found in the literature which deal directly with the impact 
of these roles and responsibilities on the management of librarians 
who become integral parts of faculty teaching and research efforts 
or, indeed, who lead a program team which includes faculty, 
researchers, and administrators from other disciplines. 
One can speculate that the literature may be scant because, until 
recently, these occurrences have been relatively isolated, and, in any 
single library, only one or two librarians might be performing in 
these nontraditional roles. IAIMS (Integrated Academic Information 
Management System) development has changed that. In IAIMS 
institutions, the reverse is more likely to be true-i.e., there are 
relatively few librarians who are not participating integrally in 
research, administration, or teaching in the broader institutional 
context and working alongside colleagues who are as likely to be 
faculty and researchers from other disciplines as they are to be 
librarians. In some health sciences centers, librarians are actually 
leading the institution-wide information systems planning and 
development efforts, thus challenging Veaner’s (1990) assertion that 
librarianship is “naturally derivative, following rather than leading 
institutional development” (pp. 2-3). 
What is IAIMS? While the term has a variety of connotations 
in different contexts, i t  is foremost a National Library of Medicine 
initiative that provides funding for planning and developing health 
sciences centers’ systems which integrate management of, and access 
to, a wide array of information resources including clinical, research, 
library, and administrative. This program was a direct response to 
recommendations in a report of the Association of American Medical 
Colleges, commonly referred to as the Matheson Report (Matheson 
& Cooper, 1982). IAIMS has begun to change not only the information 
architecture of academic health sciences centers but their libraries 
as we11.2 While networks, computers, databases, and information 
systems are fundamental to the IAIMS process, the most challenging 
areas are those entailing changes in the organizational “culture.” 
IAIMS is not just the wires, machines, software, or automation, i t  
is, rather, a process that involves looking at the very fabric of the 
institution, the relationships among departments, schools, hospitals, 
and, above all, the relationships among people, for the purpose of 
taking a rational planned approach to the building of information 
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systems which will serve the needs of all while minimizing redundancy 
and maximizing the benefits from investments in resources (Anderson, 
1990). 
By its inherent nature, planning and implementing an IAIMS 
program leads to strong collaborative peer relationships among 
librarians and other faculty and administrators. Such relationships 
can certainly flourish without an IAIMS program. An IAIMS 
program, however, cannot succeed in their absence. The basic premise 
underlying these relationships is that the institutional role of 
librarians transcends the traditional one of organizing, preserving, 
and servicing the institution’s collections of the published literature 
and of caretaking the facilities that house them. IAIMS thus demands 
the participation of librarians in areas outside their traditional 
purview in order to support the institution’s general educational and 
administrative goals. One outcome is that the skills of librarians 
in the area of information organization and management are now 
being recognized as valuable commodities in the information rich 
and organization poor environment of the health sciences. 
Librarians’ roles in an IAIMS environment are many and varied. 
They range from facilitating and brokering to leading and catalyzing 
cooperative relationships among nonlibrary groups and individuals 
(clinicians, faculty, administrators, librarians, hospital staff) who have 
not previously had reason to work together. Such collaborative 
relationships lead to substantive work by staff librarians as partners, 
not as servants, with outside units and individuals whose domains 
abut and increasingly overlap those of the library. 
Issues consequent to IAIMS development arise from two major 
perspectives: that of managing staff librarians who are integral 
members of teams outside the library’s direct purview as well as those 
which occur when nonlibrarian professionals work within what has 
been the traditional library arena. While we draw heavily on our 
own experiences and on those of colleagues in other health sciences 
institutions that are actively engaged in developing IAIMS programs, 
the issues noted here are broadly applicable in other settings, 
particularly in research libraries. 
ROLESAND RELATIONSHIPS 
Librarians are working as researchers and research collaborators 
under various administrative arrangements. Some are staff 
librarians-i.e., are salaried staff members in the institution’s library. 
Among the variety of arrangements are: 
Staff librarians who are also grant-funded members of research 
teams in a school or department. They write proposals as well 
as gather and synthesize information. 
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Staff librarians pursuing their own research interests, some to fulfill 
mandatory tenure requirements. 
0 Staff librarians who are collaborators on informatics research 
projects-e.g., UCLA Biomedical Library, Columbia Health 
Sciences Library, University of Washington Health Sciences 
Library and Information Center (HSLIC). 
0 Librarians working in a research laboratory which is a distinct 
program within the library-e.g., the Knowledge Management 
Laboratory at Johns Hopkins Medical Library. 
0 Information professionals, some of them trained librarians, who 
are hired directly by research teams and operate independently 
without appointment in the institution’s library. They use library 
services and collections on behalf of other members of the team. 
Librarians are discharging responsibilities in their capacity as 
teaching faculty. As members of curriculum committees, they 
influence general curriculum development and participate in, and 
some are activists in promoting, the school’s information literacy 
agenda. Others, though not members of the curriculum committee, 
have an effective interactive role with educational policymakers. They 
teach stand-alone or collaborative courses on information retrieval, 
organization, and management as well as on evaluating the clinical 
literature. This activity is increasingly significant with the expansion 
of problem based learning courses in medical schools. While many 
librarians have academic or faculty appointments in the library, some 
have additional appointments outside the library-e.g., librarians 
at the University of Utah who also have adjunct appointments in 
the medical school’s Department of Medical Informatics or in the 
College of Nursing; a librarian at Texas A&M with a joint 
appointment and split effort in both the library and the veterinary 
school. 
Librarians are participating in institution-wide planning and 
administration. Some have assumed responsibility for administering 
nonlibrary programs such as academic computing, media production, 
learning resource centers, and institutional communications (e.g., 
Mount Sinai School of Medicine and the medical libraries at Cornell 
and George Washington University). At the University of Cincinnati, 
the library’s director is now Associate Senior Vice President for 
Medical Center Information and Communications. There are joint 
programs with schools (e.g., University of Washington’s Health 
Sciences Library and Information Center/Medical School Research 
Funding Service) wherein a librarian is employed by the medical 
school but reports jointly to the school and the library to provide 
a research funding information service. The oversight team for this 
collaborative venture consists of the Health Sciences Library’s director, 
the school’s Associate Dean for Research, and a senior faculty member. 
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Library directors have been catalysts and are facilitating 
collaboration among disparate institutional components. This is 
evident at several health sciences centers with federally funded IAIMS 
programs including Columbia University, Georgetown University, 
University of Washington, and University of Cincinnati. Par- 
ticipation by the library itself in the program is a partial fulfillment 
of the National Library of Medicine’s clearly articulated expectation 
that the library will assume a significant role in planning and 
administering an institution’s IAIMS program. However, library 
leadership of the project is not mandated. 
The various populations with whom librarians now collaborate 
on IAIMS-related work include: 
- computer center staff; 
- faculty and researchers, with those engaged in informatics3 
research constituting a primary focus for IAIMS work; 
- administrators, both university and hospital; 
- hospital staff; 
- clinicians; 
- educational technologists; 
- nonlibrarian professionals working in libraries; 
- media producers; and 
- computer programmers. 
In addition, librarians’ collaborative relationships are diverse and 
include: 
- service on institutional committees; 
- developing and delivering coordinated or joint services; 
- planning and developing institution-wide policies; 
- working on research projects; 
- supervising nonlibrarian professionals; 
- being supervised by nonlibrarians; 
- membership in the institution’s central administration; 
- membership in a clinical teaching team (Cimpl, 1985; Schnall 
& Wilson, 1976); 
- subject bibliographers in academic libraries; and 
- constructing institutional databases-e.g., patient records. 
Library services themselves are changing as the traditional 
directional information methods of librarians pointing users to the 
appropriate sources, but usually not providing answers, are giving 
way to services which deliver evaluated and synthesized information 
in response to queries (Fayen, 1986; Lemon, 1991; Molholt, 1990; 
Shirley et al., 1981). 
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ISSUES 
In institutions in which libraries are engaged in IAIMS activities, 
a wide array of issues is emerging. Some appear to be universal and 
are familiar at almost all these sites. Many of them have broader 
ramifications that merit attention by the library profession as a whole. 
In this section, some of these issues are outlined. For convenience, 
they are grouped under four broad categories: organizational, 
personnel, other resources, and values and standards. 
Organizational 
How are the internal organizational structures of libraries 
changing in order to accommodate these new programs while 
continuing to provide standard library and information services to 
faculty, students, and other constituent user groups? What forms of 
management are effective? The organizations of some health sciences 
libraries have already changed, and further changes can be anticipated 
at others in the near future. At Johns Hopkins University’s Welch 
Medical Library, the Knowledge Management Laboratory is a separate 
research and development unit under the overall library admin- 
istration umbrella. The purpose of the laboratory is to integrate the 
library more fully into the scholarly and scientific communication 
process. It is staffed by a multidisciplinary team of library and 
information scientists, software engineers, content specialists, social 
scientists, and an anthropologist. Lucier (1990) notes that this unique 
collaboration has raised important questions, and the future 
implications for libraries are not readily apparent at this time. 
The library of the Oregon Health Sciences University no longer 
has a separate identity since its functions have now been incorporated 
as components of a larger organizational entity, the Biomedical 
Information Communication Center (BICC). The BICC, whose 
director is a physician, combines, in addition to the library, the 
computing center, telecommunications, audiovisual production, and 
photography and medical informatics research. These departments 
are organized into three main divisions: User Services houses library 
and other client-oriented services; Technology Services maintains the 
infrastructure, telecommunications, and the computing center; and 
Research and Development is the medical informatics research 
component. The library director’s responsibilities have been 
broadened to include microcomputer sales, support, training, and 
photography and audiovisual services (Ash et al., 1990). 
What are the implications for the future top leadership of the 
library, and what qualifications will be important in recruitment 
and retention of directors? Where the library includes a significant 
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informatics research unit, i t  may be reasonable to expect the 
institution to have, as director, a scientist capable of putting together 
a full academic program rather than a librarian to manage only the 
services. The library would then function as one component of such 
an organizational unit, and the library director who would lead the 
larger enterprise would be expected to have scientific academic 
credentials or, at least, demonstrated relevant experience. 
How can libraries’ traditional hierarchical reporting structures 
be successfully reconciled with the collegial relationships prevalent 
among faculty and researchers in organizational units in which 
librarians and researchers are expected to work together? Can 
management by both “direction” and “guidance” co-exist? A matrix 
management approach at Johns Hopkins organizes staff into program 
groups which interact and re-form, as needed, for particular aspects 
of the work. 
As interest in IAIMS activity spreads in an institution during 
times of stringent budgets, library administrators may have to 
confront a quandary. Should a window of opportunity to move the 
library into a desirable nontraditional endeavor or a challenging 
collaboration be bypassed if library staffing is inadequate, either in 
terms of capability or quantity? This poses the dilemma of weighing 
the long-term vision of developing the library as a dynamic 
institutional presence and not risking it becoming the institution’s 
book warehouse against the pragmatic need to meet current 
commitments. Furthermore, is i t  ethical, or even practical, to assign 
staff members to responsibilities for which they are not adequately 
trained in order to achieve a longer range library goal? 
How far afield from the primary mission of the library should 
librarians get involved? Or, more importantly, what is the library’s 
mission? IAIMS planning at some sites has resulted in a reexamination 
of not only the library’s mission but also that of the health sciences 
center. 
Libraries are generally administratively isolated in academic 
institutions, and they usually function as organizational islands. 
While their collections, facilities, and services are geared to meeting 
the needs of various constituencies that are dependent on them, their 
internal functions are quite discrete and, consequently, are 
intrinsically of little concern to others as long as there is reasonable 
satisfaction with service levels. Integrated institutional information 
management, as in IAIMS, perforce moves the library out of this 
traditional isolation and into a potentially vulnerable political 
position. A library director who plays a central administration role 
may be at significant risk when there is drastic change of top-level 
institutional administration. 
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Personnel 
A library’s centrality and leadership in the IAIMS program raises 
institutional expectations about the roles and functions of libraries 
and librarians. Yet libraries today do not generally have personnel 
capable of fulfilling such broader roles and face great difficulty in 
rising to meet these expectations. How can individual administrators 
and the profession as a whole develop librarians who can take their 
place as peers? Holding a Ph.D., while perhaps beneficial, is not 
necessarily the sure key to external acceptance. Some ways in which 
library administrators are fostering staff capabilities include 
providing effective role models and increasing delegation of both 
responsibility and authority. The profession can play a role by 
promoting the generalization of library knowledge and skills-i.e., 
the recognition that many abilities and principles which are accepted 
practice in libraries actually have generic value and are applicable 
outside of libraries. This is especially true in the area of library 
directors’ administrative responsibilities such as the budget, personnel 
management, and recognition that the complexity of services and 
programs of many academic and health sciences libraries exceed those 
of many departments and even rival those of a number of schools 
on their campus. Another example is the application of cataloging 
standards and practices to other domains and thesauri.4 
When librarians function as the true equals of other faculty in 
collaborative working relationships, staffing resources become further 
constrained by the amount of time devoted to meetings and other 
outside commitments. Management is also faced with revising criteria 
for appointment and promotion and the issue of librarians holding 
an academically respected degree-i.e., Ph.D. However, such work can 
be highly beneficial since it provides opportunities for librarians to 
learn to relate to faculty in other disciplines as equals through service 
on institutional committees, on external bodies, and on on-site visit 
teams. Among health sciences librarians, service on the National 
Library of Medicine’s Biomedical Library Review Committee has 
produced the useful effect of establishing friendships and collegial 
networks among librarians and medical informatics researchers. 
To what extent is it the responsibility of the library’s management 
or of an individual staff member to assure that person’s acquisition 
of new skills? As IAIMS programs are implemented, skills and 
knowledge that may not have previously been required-i.e., 
curriculum design, teaching methodologies, systems analysis and 
design, programming, grant-writing-become critical to the job 
performance of staff librarians. 
How do librarians develop a level of understanding of the 
curricula of disciplines and professions other than their own-and 
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which they have not themselves experienced-that is sufficient to 
enable them to have credibility with other members of the relevant 
curriculum committee? Adjunct faculty appointments in departments 
in various health sciences professional schools are now being used 
as a mechanism to promote librarians’ awareness of school and 
departmental activities and the joint development of instructional 
courses. They provide the added benefit of stimulating the librarians’ 
appreciation of the importance and complexities of institutional 
politics. Such appointments can be an entry point to meaningful 
faculty interaction for librarians who do not have Ph.D.s, and they 
can be acquired most readily if the department recognizes that the 
librarian can make direct contributions to its program. 
How do managers achieve an appropriate and equitable balance 
of time allocations for a staff member’s commitments to provide 
library services and those to perform research and other activities 
beyond their primary position’s description? Elitist attitudes can be 
manifested by those engaged in the newer and “sexier” activities, 
and deleterious competition may develop between these staff and 
others who are fulfilling more traditional roles. This can be 
exacerbated by differing personnel or by policies that are applied 
to those with dual appointments. In institutions where not all 
librarians have faculty appointments, differing pay scales may prevail 
among fellow professional staff. Likewise, some librarians may have 
fewer constraints on their schedules and greater latitude in allocating 
their time to nonservice activities. 
How can mutual recognition and understanding about the 
substance and importance of each others’ endeavors be promoted 
among librarians engaged in traditional service and those active in 
newer pursuits? Staff relations can be further strained by the presence 
of significant numbers of highly paid professional staff or faculty 
who work within library departments but who are not committed 
to library service per se. They were hired by virtue of their specialized 
subject or technical background which is not specific to library work. 
As we contemplate proliferation and expansion of IAIMS 
programs, recruitment issues already under discussion in the 
profession are of increasing concern. The needs of IAIMS programs 
also underscore the difficulty of finding candidates with the required 
skills among those holding library degrees. This has led to the 
placement of librarians from accredited programs in positions for 
which they have had no directly pertinent formal education or 
experience. Libraries are also exploring different sources and methods 
to recruit the needed professionals and faculty who do not have a 
traditional library education or background. 
Other Resources 
How can managers allocate resources to initiate projects and 
funding proposals without “starving” service commitments and 
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over-stressing services staff (thus further provoking their resentment 
of, and resistance to, moving into newer nontraditional endeavors). 
IAIMS planning and project implementation are enormously complex 
processes. In an active IAIMS environment, it is not unusual for 
library staff, and especially administrators, to be faced with multiple 
competing priorities among project initiatives. These can be likened 
to the child’s carnival game of plucking the “winning” plastic ducks 
from the water before they float downstream. How does one choose 
wisely among the many opportunities that are beckoning? 
Projects can easily take on lives of their own and compete with 
institutional needs for existing library services. How can managers 
monitor progress and provide the necessary checks and balances 
without stifling creativity? Other articles in this issue of Library 
Trends deal with this problem. 
How can libraries get funding written into relevant research 
grants to support library and librarian involvement? The library is 
a natural environment for testing the new software products, 
databases, and interfaces developed by computing centers and 
informatics researchers. By offering to work with individuals 
preparing research proposals, the library can not only influence the 
directions of such projects but also receive funding to support testing 
in an authentic user milieu. 
Values and Standards 
On many campuses, insularity of librarians is prevalent, both 
among those working in libraries and in the faculty of library schools 
(Paris, 1990). Compared to faculty in other disciplines, there is 
generally less mingling and socializing with nonlibrarians, and few 
joint programs or joint degrees with other schools or departments 
are offered. Hall and Byrd (1990) explore the role of librarians in 
university governance, curriculum development, classroom and 
research, and they discuss the need for librarians to become “full 
citizens of their academic institutions” (p. 2). 
The image of libraries and librarians cannot be ignored. There 
are pervasive negative stereotypes which frequently need to be 
overcome when a library or a librarian assumes managerial authority 
over others and when librarians begin to establish collegial or 
collaborative relationships with other professionals (Richards & 
Elliot, 1988). 
As is pointed out elsewhere in this issue of Library Trends, 
different value systems prevail among professions. These can be 
manifested even in criteria used for assessment of staff performance. 
For example, medical informatics professionals may ascribe high 
value to technical knowledge, such as programming, and denigrate 
the management skills which are accorded a higher value among 
librarians. 
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Experience in one IAIMS institution indicates that the 
nonlibrarian professionals thrive on diversity of work, and they use 
problem solving to lead them to new projects. The librarians working 
with them, however, use their skills to solve a defined problem in 
a collaborative way but do not then go on to devise new problems 
to solve. Their approach follows the traditional reference desk model 
in which each question is unique and dealt with as such, and there 
is no attempt to generalize solutions for answering “classes” of 
questions. 
Librarians are generally concerned about the larger institutional 
“good” whereas most clinical and research faculty focus on their 
own agendas and projects. This can be logically attributed to 
differences in sources of support. Librarians have a relatively secure 
funding base, with their salaries usually paid from institutional 
budgets. Faculty appointments in health sciences, especially in 
medical schools, rarely entail full institutional support. A portion 
of the funds that faculty bring in from research grants and/or patient 
care often constitute their major, and sometimes only, source of 
support. 
As librarians and computer scientists work in tandem on 
networking and system development, emerging differences in their 
approaches can actually foster further joint endeavors. Scanlon (1990), 
in an article with the intriguing title “How to Mix Oil and Water: 
Or, Getting Librarians to Work with Programmers,” observes that, 
in general, “computing and library professionals have very different 
personalities” (p. 320).He notes that according to the Myers-Briggs 
Type Inventory (MBTI), librarians are “literal, search for total 
solutions to problems, and place emphasis on authority.” Computer 
programmers tend to “think linearly, tend to search for the best 
possible fit to a problem, worrying about exceptions as they occur, 
and place emphasis on knowledge as opposed to authority when 
seeking answers” (p. 320).He suggests ways of developing a common 
professional ethic for the two groups, one which focuses on delivering 
excellent service to the user community and capitalizes on the unique 
strengths of the two groups. 
While librarians have long recognized their need to rely on the 
technical expertise of computing center staff, the corresponding need 
for complementary library expertise was generally not obvious in 
advance. There is, however, anecdotal evidence of a growing 
recognition among at least a few directors of computing centers that 
i t  is easier to teach technical consulting to librarians than it is to 
teach systems staff to be user oriented. As some have been exposed 
to librarians who are trained to interview others about their 
information needs and who look at systems from the user’s perspective, 
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they recognize their value for computer user services and have accepted 
librarians’ assumption of that role. 
CONCLUSION 
This article has focused on health sciences librarians and their 
role in the larger IAIMS process. The body of experience that has 
developed since the start of the National Library of Medicine’s IAIMS 
program in 1983 has been substantial. The enthusiasm with which 
librarians, faculty, clinicians, and administrators alike are greeting 
the planning and implementation process in IAIMS institutions has 
surprised even many of the program’s early advocates. The creation 
of a shared vision and development of goals and objectives has 
provided individuals with a road map for the future as well as a 
mechanism for breaking down barriers, both real and imaginary, 
to the sharing of information resources. As a result of IAIMS initiatives 
and the increasing national emphasis on connectivity and information 
access, academic and research libraries are emerging as one of the 
key way stations on the electronic highway for hospitals, academic 
health sciences centers, and indeed, the university as a whole. Faculty 
and clinicians who had never perceived their need for a computer, 
or, if they did use a computer, saw no reason for connecting it to 
other computers inside and outside the institution, are now clamoring 
to be connected in order to access the myriad of databases available 
via networks. 
Librarians have emerged as leaders in this process in several 
institutions for at least three reasons. One is that they are regarded 
as neutral entities in the health sciences center with no particular 
self-serving axe to grind. The second is that librarians have an aptitude 
for process, a forte which Veaner (1990) has described as “process 
knowledge,” the capacity to resolve problems that are not neat or 
well formed (pp.61-62).These are exactly the types of problems faced 
daily by academic health sciences administrators and faculty in 
creating and managing information systems. The third reason is that 
librarians have valuable information organization and retrieval skills 
which, until recently, were undervalued and ignored. Many faculty 
and administrators have long perceived, and sometimes asserted, that 
running a library was “easy.” It was not until clinicians and 
information systems designers began to develop online patient record 
databases that the complexity of reliably indexing, organizing, and 
retrieving information from those records was appreciated. Thus 
dawned their recognition that thesaurus construction, indexing, and 
database design were exceedingly valuable skills and the discovery 
that i t  was librarians who possessed them. 
There are several broad issues that merit resolution and thus 
the attention of the library profession as a whole. Primary among 
them is that of generating a pool of qualified staff. Where will an 
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adequate number of individuals who can fill these new and 
challenging roles be found? It is ironic that just when the library 
profession is beginning to be recognized for the major contributions 
it can make beyond library walls, fewer and fewer schools are available 
to educate future librarians. How can library school curricula and 
continuing education opportunities be designed to teach students 
to prosper as members of interdisciplinary teams in this new 
environment? How will libraries and librarians be defined in the 
future (Anderson, 1989)? Will these newer roles continue to be filled 
by librarians? Will libraries lose their distinctiveness as they merge 
into larger, somewhat amorphous, entities such as computing and 
communications centers? 
With regard to the organization of the library itself, will there 
be more widespread adoption of matrix management in which groups 
of librarians, with both technical and public services backgrounds, 
work with faculty from a variety of disciplines to create databases 
and other information resources? What will happen to libraries and, 
especially, library administrators who are unable to assume broader 
responsibilities and contribute significantly to information systems 
planning? If an institution recognizes its needs for IAIMS-like 
development and librarians do not assume leading roles, i t  is highly 
likely that the void will be rapidly filled by others. 
In the last few years, reporting relationships of some academic 
health sciences libraries have undergone major shifts. In some cases, 
the library has been moved closer to the center of the health sciences, 
or medical school, administration. In others, the library has been 
subsumed within another academic unit such as a department of 
medical informatics. Are these kinds of changes in reporting 
relationships relevant to general university libraries? Will they 
function as positive or negative models? Again, these questions reflect 
changes in the broader context of research libraries. 
To date, there has been much interest in the IAIMS model in 
the broader university environment, but i t  is too early to determine 
the extent to which it  will transcend the health sciences center and 
be adopted there. Gloria Werner (1983) addressed this issue when 
IAIMS was in its infancy, stating that the Matheson Report’s 
“principles, recommendations and even some of the scenarios apply 
directly” to the entire university. She explored some of the similarities 
and differences between university research libraries and academic 
health sciences libraries and noted concerns of university research 
library directors who are “maneuvering to take advantage of 
information-age opportunities” (p. 417). Eight years later, we believe 
there is much to be learned from the experiences of IAIMS institutions, 
and that much of what has been learned is transferable to the broader 
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academic environment. Librarians have an important role to play 
in creating a vision of future information systems for the entire 
university and extending beyond its boundaries. In order to capitalize 
on this opportunity and to foster credibility in the larger institutional 
environment, librarians will need to be prepared to deal creatively 
and expeditiously with a range of issues that challenge traditional 
approaches to personnel and management structures. 
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For an overview of NLM’s IAIMS program see West (1988). Outcomes of the planning 
phases of the first ten funded projects are reported in Broering (1986a) and Matheson 
(1988). For detailed work plans of the first two institutions funded by NLM for full- 
scale implementation, Georgetown and Columbia Universities, see Broering (1986b), 
and Anderson and Clayton (1990). 
“‘Medical informatics’ is the name given to the academic disciplines that seek to 
organize and manage information [both published and unpublished] in support of 
biomedical research, education and patient care ....But medical informatics is more 
than medical computer science, for it draws upon cognitive and educational 
psychology, decision analytic theory, and other disciplines that are more mindstuff 
than technology. The major applications domains of medical informatics are: 
computerized data bases, clinical records systems, computer-assisted medical decision 
making, computer-based medical education” (Masys, 1989, p. 13). 
Humphreys (1990) posits that the relatively mature library system standards can 
be useful for medical informatics research, not just for applications related to accessing 
the literature but applicable also to other types of biomedical information. 
Bibliographic data share some of the complex characteristics of clinical data and 
may be helpful in identifying the range of standards to be considered for clinical 
areas. Medical informatics is in its infancy regarding standards. 
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Professional Diversity in Libraries 
PAULAT. KAUFMAN 
ABSTRACT 
DIFFERENTCULTURES AND value systems that are brought into libraries 
by different types of professionals can create problems, tensions, and 
conflicts between nonlibrary professionals and professional librarians 
in library organizations. This article offers some solutions from the 
organizational perspective as well as the reward systems that can be 
used at their individual levels. 
INTRODUCTION 
American libraries have changed considerably over the last half- 
century. Their basic mission-to provide information resources to 
their primary constituents-has remained constant. The way in which 
this mission is carried out, however, is more complex and diverse 
today than it  was prior to World War 11. Much of this change derives 
from technological and organizational developments. Information 
resources are now produced in many more formats and media than 
previously, and the organizations in which libraries exist-i.e., 
universities, corporations, and municipalities-bear little re-
semblance to their forebears. Today’s libraries, like other large-scale 
organizations, have come to depend on a group of diverse professionals 
to function effectively. 
Similarly, research libraries have also encountered the problems 
associated with diverse professionalism as they have grown in size 
and complexity-namely the discontinuities or tensions which 
inevitably result when an organization contains experts who have 
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been trained in different professions. These discordances arise from 
the dissimilar frames of reference that different professions bring to 
the resolution of problems based on such divergent value systems 
and problem-solving techniques. 
Contemporary American library organizations still rely primarily 
on professional librarians to develop and provide resources and 
services. Many, however, also rely on the expertise of other types 
of professionals. Accountants, development officers, computer and 
telecommunications specialists, technical specialists, subject experts, 
human resource managers, and lawyers are a few of the nonlibrary 
professionals that have become necessary for many libraries to operate. 
Like nonfaculty professional staff in universities, many 
nonlibrary professionals are treated differently by their librarian 
colleagues and their library organizations. They are perceived to be 
involved only secondarily in the organization’s central purpose, even 
when this is not the case. The mission of most universities is to 
perform research and teach students. Faculty who perform these roles 
attain status and rewards well above those of other professionals who 
do not do research and teach despite their undoubted value to the 
organization-i.e., professionals such as attorneys, business managers, 
and computer specialists, but not top management. Similarly, 
providing information resources and services to users is the raison 
d’etre of most libraries-academic or not. Most library managers view 
professional librarians as being key to successfully achieving their 
mission. Of ten, however, library managers and professional librarians 
perceive nonlibrary professional colleagues to have inferior status. 
Inequality of status and rewards, whether real or just perceived, 
frequently leads to tension and competing interests between library 
and nonlibrary professionals. These tensions can manifest themselves 
as philosophical or conceptual differences, or in differing perspectives 
on an issue or problem with neither willing to compromise. They 
also can result in situations in which working conditions, 
responsibilities, or capabilities are viewed as inequitable, that is to 
say, that the other person is seen to have a “sweeter deal.” 
Contemporary libraries operate in dynamic environments. 
Change is constant and is caused, in part, by the spiraling 
development of information computing and communications 
technologies, the proliferation of information resources in diverse 
formats, and the precarious financial condition of many libraries 
and their parent organizations. Under such conditions, research 
libraries have sound reasons to develop human resource practices that 
attract, motivate, retain, and maximize the productivity of all 
professionals they employ. Library managers need to pay special 
attention to their nonlibrary professionals if the divergent functions 
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of the organization are to be performed well and the library’s overall 
mission is to be accomplished. 
Some tension, dissension, competing interests, and conflict are 
natural in any organization that is characterized by dependency on 
professionals, even when the organization has a well-articulated 
human resource philosophy (Von Glinow, 1988, p. 169). Therefore, 
library managers must design personnel policies that are flexible, 
that encourage the work of all professionals, and that reward effort 
equitably. The system must monitor and match the needs of all 
professional workers against the goals of the organization. This is 
not a simple challenge because the value systems of nonlibrary 
professionals may conflict directly with the values of the professional 
librarians. Library managers may have difficulty bringing divergent 
value systems into harmony so that the library’s goal of maximizing 
the productivity of all professionals is achieved (Von Glinow, 1988, 
p. 167). 
Nonlibrary professionals have worked in library organizations 
for many years. While the phenomenon is not new, it is a growing 
one. The library profession, a group often obsessed with issues of 
professionalism, curiously seems to have paid scant attention to the 
issues of treating nonlibrary professionals as partners rather than 
as second class citizens. The library literature is noticeably void of 
any treatment of the problems library organizations face in their 
efforts to integrate a group of disparate professionals into a healthy 
and functioning team. Scanlon’s (1990) recent article is unique in 
providing a clear description of the problems faced by one manager 
whose working group was comprised of equal numbers of librarians 
and computer specialists. 
This article describes some of the difficulties of having nonlibrary 
professionals in research libraries and offers managerial strategies 
for responding to problems. The literature of other professions, such 
as health science institutions, manufacturing companies, and research 
laboratories, provides useful analogies. Some of the insights into the 
treatment of professionals in these settings are used to shed light 
on the similar situations faced in libraries. 
CULTUREAND VALUES 
Anecdotal evidence and personal observations indicate that 
nonlibrary professionals of ten have difficulty operating successfully 
in library organizations. Why should an organization permeated with 
professional librarians be an alien culture for nonlibrary pro-
fessionals?As one nonlibrary professional observed, i t  is ironic that 
librarians, who are preoccupied with questions of professionalism, 
are often unwilling to grant similar recognition to those who have 
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the appropriate degrees and knowledge required in their other 
professions (Hinnenbusch, 1989). The special values and cultural 
characteristics of an organization dominated by professional 
librarians might clarify this paradox. 
According to Benveniste (1987, p. 257) and Raelin (1986, p. 193), 
the professional organization is distinctive in several ways: it employs 
many professionals who are involved in the core activities of the 
organization; it is structured in ways that permit management access 
to professional knowledge and vice versa; and it substitutes control 
that relies on professional discretion, professional self-restraint, and 
professional self-regulation for control through rules and regulations. 
There are some essential differences, however, between 
professionals and managers. Professionals want both independence 
of action (especially for self-image, creativity, and efficiency) and 
intellectually compatible colleagues, whereas managers derive 
satisfaction from directing others and working with diverse people 
(Raelin, 1986, p. 193). Blankenship (1977, p. 136) identified the major 
characteristics that prevail in organizations dominated by pro-
fessionals. Three of the most relevant are: 
1. Role creation and negotiation. The professional typically builds 
his or her own role in the organization. Role creation proceeds 
through negotiation with relevant figures in the organization. 
2. 	Spontaneous internal differentiation. There is a tendency for 
internal differentiation to occur in relation to the particular 
professionals who are moving through the organization. Typically, 
management does not legislate such differentiation from the top. 
Rather, it occurs as work interests among groups of professional 
workers coalesce. 
3. Competition 	and conflict for resources. Different types of 
professionals in an organization each have their own requirements 
for carrying out their mission. They are also likely to have differing 
ideas about organizational purpose and problems. 
These characteristics create conditions for competition and 
conflict among distinctive groups in an organization. Although 
nonlibrary professionals may consider librarians to be intellectually 
compatible colleagues, it would appear that library professionals 
of ten do not consider nonlibrary professionals to be colleagues- 
intellectually compatible or not. Librarians of ten interpret the 
nonlibrar y professional’s desire for independence of action as 
arrogance, hauteur, or ignorance. Additionally, because of their expert 
training and skills, nonlibrary professionals tend to identify more 
with their own professions than with their employing organization. 
This can pose a fundamental dilemma for the library (Von Glinow, 
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1988, p. 168). The dilemma may be compounded by the fact that 
most managers of library organizations are themselves professional 
librarians. Thus managers may find i t  easier to identify with the 
culture and values of professional librarians than with other 
professionals working for them. This may be especially true when 
they are the minority in a large library. This fundamental conflict 
may be perceived by nonlibrary professionals as hostility or lack of 
support. 
Through their education and practice, professionals acquire 
special skills, concepts, and language that are not easily com-
municated to others. Common experiences and professional jargon 
often project elitism and sometimes arrogance (Lebell, 1980, p. 568). 
Even in a professional organization such as a library, one can expect 
that nonlibrary professionals will, by nature of their own culture 
and values, be set apart from the larger number of professional 
librarians who dominate the organization. They simply do not have 
the same set of professional terminology, at least initially. 
As mentioned earlier, many nonlibrary professional positions 
are unique within a library organization. There is usually only one 
of them. An exception might be computing specialists, who are found 
in increasing numbers in research libraries. Even though they may 
not be a profession, per se, they share similar characteristics while 
being somewhat detached from a distinct body of knowledge (Lyman, 
1989). They do exemplify some of the tensions that are created when 
they work in research libraries. 
Scanlon’s (1990, p. 320) analysis of the different work styles, value 
systems, and characteristics of librarians and computer specialists 
characterizes librarianship as a mature profession while computer 
specialists come from a young and constantly changing culture. 
Librarians, according to Scanlon, have established standardized 
decision-making processes that involve numerous review committees 
and formal procedures. In contrast, computer specialists tend to 
“shoot from the hip” and place their faith in the knowledge of 
individuals as opposed to their authority within the organization. 
Scanlon found that getting these two cultures to work together 
productively was at times difficult and often frustrating. 
The case that Scanlon reports is not unique. Historically, every 
profession starts with a need for service beyond that which is available 
through self-help (Lebell, 1980, p. 567). Library professionals are 
educated to work in organizations-of ten large and complex 
organizations-and they are educated to work as integral parts of 
groups and teams. Through their graduate programs, most librarians 
are imbued with the values of such management techniques as 
consensus building and participation in decision making. Total 
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quality management, or focus on service to the customer, has long 
been part of the conceptual basis of librarianship even while research 
libraries have retained traditional hierarchical organizational 
structures. Many nonlibrary professionals are educated to work in 
settings substantially different from the consultative, yet formal, 
organization of a library. These professionals are imbued with dif- 
ferent career patterns, different career paths, and different perspectives 
on service and the client relationship. 
The structure, policies, and rules of the organizations within 
which many research libraries exist add to the difficulties of the 
nonlibrary professional. Many librarians have faculty status or faculty 
equivalent status on their campuses. Other professionals who join 
these libraries, however, are usually classified as belonging within 
the institution’s general managerial, technical, or other professional 
groups. These classifications generally bring lower status and pay 
scales and often provide limited career opportunities. Even when 
all things are equal, and they have peers on campus, these other 
professionals may be relegated to secondary status. 
CONFLICT RESOLUTIONAND CONFLICT 
Many studies (see Von Glinow, 1988; Shapero, 1985; Benveniste, 
1987) have substantiated the sources of tension and conflict. As we 
look at the intergation of nonlibrary professionals into library 
organizations, the following sources of tension and conflict, open 
or not, may be present-the environment itself; the behavior of the 
various professionals; the nature of the organization; the work itself; 
differing values; different levels of commitment; differing ex-
pectations; competing interests; and faulty communications based 
on differences in knowledge, semantics, interpretations; or flow of 
information. 
Tensions and conflicts are natural in any organization that has 
professionals. They are rooted in the divergence and competition of 
professional values and interests. There are two general types of 
contexts in which open conflict is most likely to become evident 
and acute. One is when the “work spaces” of different groups overlap. 
The other is the degree to which various groups and individuals 
influence organizational policy (Blankenship, 1977, pp. 130-31). 
Considerable bitterness can arise when policy issues have differing 
consequences for different groups of professionals within an 
organization. So can, as mentioned earlier, conflicts arising from 
different career goals, different values, and different processes of 
socialization among library and nonlibrary professionals. Different 
motivation and commitment to organizational goals and tasks and 
unevenness in opportunities to influence policy also can result in 
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conflict, even when the different professionals are interdependent 
(Benveniste, 1987, p. 213). 
When nonlibrary professionals think they have had little 
influence over policies that affect them adversely, and they think 
that those who have competing interests exercise an inordinately high 
degree of influence, they can easily come into open conflict with 
the “winning majority.” Consistent winners and consistent losers 
rarely coexist well or for long. 
Raelin’s (1986, p. 213) work concluded that professionals imbued 
with the norms of their professional cultures have difficulty 
integrating into organizations guided by the norms of a different 
culture. There are, however, some mitigating factors that can curb 
the potential for widespread conflict at three levels. 
1. 	 Zndividual Level. Clearly, not all professionals are the same, even 
within the same profession. They have different types of training, 
different work experiences, different attitudes and aspirations. 
Among the critical individual-level mitigating factors, length of 
training has been found to be strongly related to conflict because 
it affects the professional’s organizational expectations (Raelin, 
1986,p. 17). 
2. 	Job Level. Job characteristics are important in mitigating conflicts 
to the extent that, for some professionals, a satisfactory job may 
override other wider organizational conditions. According to Raelin 
(1986, p. 19), the most significant issue for those who manage 
salaried professionals is the ability to resolve the dilemma between 
their need for autonomy and management’s need for control. 
3. 	Organizational Level. Conflict is likely to be mitigated in 
organizations in which professional expertise is recognized and 
valued, where professional services are in high demand, and where 
there are managers who are knowledgeable about the specific 
concerns of various professional groups. 
Organizationally induced conflict may be prevalent in a library 
in which there are only a small number of professionals with 
specializations other than library or information science. Von Glinow 
(1988, pp. 140-41) identifies four sources and types of such conflict. 
1. Autonomy versus control. Professional workers generally resist 
managerial attempts at control. However, there are notable 
exceptions. Von Glinow suggests evidence, for example, that 
scientists demand strategic autonomy whereas engineers prefer to 
retain control over day-to-day decision making. Clearly, being alert 
to the differences among the professions represented within library 
organizations is key in recognizing what each professional needs, 
and then meeting those needs as best as possible. 
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2. 	StabiZity versus “Shake the Box.” One common response by 
managers to fundamental pressures is to reorganize the or-
ganization. Nonlibrary professionals, in particular, may see little 
reason for many such reorganizations, especially when the stability 
of their projects might be threatened. If, however, such 
reorganizations do make sense, communicating and justifying the 
need to make such changes, particularly as they impact on the 
nonlibrary professional’s work and career concerns, is important. 
5. Linear versus Lateral Career Crises. Most workers in the United 
States aspire to promotion; they define career success in terms of 
upward mobility. These workers, including most professionals, are 
called ‘‘hears.” However, given the hierarchical nature of most 
library organizations and the dominance of professional librarians 
in the ranks of library managers, most professionals are stymied 
in their quest for upward mobility. Alternative career paths exist, 
but often little is done to accommodate the career aspirations of 
many who prefer to work in their areas of specialization and who 
do not aspire to upward linear movement. Also, often little is done 
to assist professionals in determining career alternatives or in 
confirming the validity of nonupward movement-i.e., that staying 
in one’s area of specialization can yield a rewarding and fulfilling 
career. Organizational solutions, such as job rotation and 
temporary assignments, can be important ingredients for providing 
successful and rewarding careers in research library environments. 
4. 	 Career versus Work. A fourth organizationally induced con-
tradiction arises when professionals position themselves to enhance 
their careers, but that positioning conflicts with the work itself. 
Career advancement may involve being visible to management, 
while effective work is often not visible to managers. Therefore, 
nonlibrary professionals primarily interested in their technical 
work need to be given alternative forms of recognition to keep 
them effective. 
STRATEGIES MANAGERSFOR LIBRARY 
Professionals tend to value professional, career, organization, job 
content, and status most highly. Therefore, i t  is critical to have 
challenge and meaningfulness in the work the professional does and 
to ensure that the work retains its meaningfulness over the entire 
course of the professional’s career. Von Glinow (1988)points out: 
Overall, the most important sources of attraction, motivation, and 
retention of high-technology and professional employees derive from 
the professional rewards associated with the work itself, from the career 
development process, and from the organizational processes (including 
how the work is evaluated, how autonomous the workers are, and how 
well the people work with one another). Important sources do not include 
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financial or economic rewards, of either a short-term or long-term nature. 
(P. 80) 
Research has shown that financial rewards have little importance 
for professional workers (Von Glinow, 1988, p. 170). Instead, 
professional, career, and content rewards tend to be more valued by 
them. Motivators that are related to status and the way work is carried 
out are much more significant than money. When library managers 
pay attention to the unique characteristics and values of their 
nonlibrary professional workers, they will find it  easier to understand 
that motivating factors and performance might be different from those 
that fit librarians. The lesson here is to resist the tendency to manage 
all professionals as a homogeneous community and instead to provide 
strategies that reward all professionals meaningfully, but strategies 
that are relevant to their characteristics and needs. 
Supervisors and managers also must understand their nonlibrary 
professionals’ work and be able to evaluate i t  fairly, supplying 
appropriate rewards. Reward structures vary even among groups of 
single professions, so finding the best reward system may be difficult. 
There is little agreement, even among professional librarians, about 
the criteria to be applied in evaluating their performance; thus, the 
evaluation process may become an even greater challenge for library 
managers evaluating nonlibrary professionals. 
Support and affirmation from peers is often missing for the lone 
special professional in a research library setting. This is not unlike 
the library director who is without a peer group on campus and 
has none within his or her own library. 
Research shows the importance of various types of reward to 
different age groups (Von Glinow, 1988, p. 77). People in their twenties 
respond best to job content rewards and to some financial rewards. 
People in their thirties and forties respond to professional, career, 
and job content rewards; people in their fifties respond more to social, 
financial, and career rewards; and people in their sixties respond 
to financial and social status rewards. There is also some evidence 
that the important rewards can vary by generation or even by local 
versus external professional orientation. ‘‘Cosmopolitans,’’ for 
example, tend to be predominantly rewarded through professional 
recognition in the broader profession. In contrast, individuals called 
“locals” are more motivated by advances in rank and status within 
their own organization (Raelin, 1986, p. 165). In short, i t  is important 
to recognize that values, work orientation, and appropriate reward 
systems can alter over time as well as be different for each individual. 
Studies have proven that there is a wide variety of rewards 
important to professionals (see Figure 1). These rewards are important 
in devising strategies for recruiting, retaining, and guaranteeing the 
success of nonlibrary professionals in library organizations. 
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Professional Rewards 
1. Opportunity to work with other top-flight professionals 
2. 	Freedom to make the most of own work decisions 
3. Intellectually stimulating work environment 
4. Working on tomorrow; not having to repeat yesterday 
5. Having an impact on national issues 
6. Time and funds to participate in activities of professional societies 
Job Con tent Rewards 
1. A productive atmosphere 
2. 	 Flexible work hours 
3. Opportunities to address significant problems and issues 
4. 	 Diversity of organizational activities that create continuing new opportunities 
5. 	Projects of an altruistic nature 
Career Rewards 
1. Working for an organization perceived to be at the “leading edge” 
2. 	 Diverse opportunities for personal growth and achievement 
3. The chance to get in on the ground floor of important projects 
4. Opportunities for self-expression 
5. Being able to play a role in the organization’s future 
6. 	 Opportunity to take advantage of educational opportunities 
Organizational Rewards 
1. Fair performance evaluation; peer evaluation 
2. 	Professional, descriptive titles that recognize specialized education and 
responsibilities 
3. Being able to influence organizational issues 
4. 	Involvement in committee work, employee counseling, policies on benefits, awards, 
and patents 
Social Status or Prestige Rewards 
1. Pleasant location 
2. High quality work facilities, equipment, and support services 
3. Open door management 
4. 	Recreational facilities 
Financial 
1. Regular salary reviews 
2. Compensation based on contribution to the organization, not across the board 
3. Compensation for unused leaves 
Note. From The new professionals: Managing today’s high-tech employees by M. 
A. Von Glinow, 1988. Cambridge, MA Ballinger Publishing Company. Copyright 
1988 by Ballinger Publisher Company. Adapted by permission. 
Figure 1. Rewards most highly valued by professional workers. 
REWARDSTRUCTURES 
Professional Rewards 
The opportunity to work with excellent colleagues in an open 
and stimulating environment is important to all professionals. 
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Equally important is the opportunity to work on issues that will 
make a difference in the future, both to the organization and to the 
profession. Looking at the professional rewards shown in Figure 1, 
i t  is clear that professional incentives and rewards must focus on 
professional criteria rather than values and loyalties considered 
important by the organization. To create an effective professional 
reward system for nonlibrary professionals, the library organization 
must provide meaningful incentives, even if these may not always 
be congruent with the values of the organization. 
Many professionals also value the opportunity to have an impact 
on issues at the regional, state, or national level. There is some 
evidence that supports giving incentives to professionals for personal 
reasons unrelated to organizational goals (Von Glinow, 1983, p. 73). 
In this context, it is particularly important to be aware of, and to 
support the needs of, the professionals who are not librarians and 
be aware of their own professional associations or societies. Such 
support will include the usual provisions of time and financial 
resources to participate in the activities of professional groups. 
Job Content Rewards 
The job content rewards shown in Figure 1 may be the easiest 
of all for the library organization to provide to its nonlibrary 
professionals. Because libraries are organizations with a high 
proportion of professional personnel, they are positioned to accept 
job content as a reward system for all professionals in ways and with 
levels of intensity that other organizations might not. Of particular 
importance are a productive working atmosphere, the ability to have 
flexible working hours, a diversity of organizational activities that 
create new opportunities at a fairly constant rate, and the ability 
to address significant problems and issues. As noted earlier, 
meaningfulness of work is of utmost importance to most professionals. 
Career Rewards 
Career growth and development rewards are also important to 
most professionals. At the same time, these are also a prime source 
of conflict. As discussed earlier, a prime dilemma is whether to follow 
one’s specialty into isolation with little chance of recognition or to 
aspire to management positions (Von Glinow, 1988, p. 137). For 
nonlibrary professionals, the dilemma may be even more acute than 
for library professionals, for data show that few nonlibrary 
professionals rise to the senior management levels in library 
organizations (Myers & Kaufman, 1991). It is entirely possible that 
when nonlibrary professionals choose to join library organizations 
they have already chosen the first path. However, if they have not, 
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or if they have entered a library organization at an early stage in 
their careers, they may eventually face this crisis. 
Students of current organizational structures suggest several 
strategies for resolution of career path problems (Von Glinow, 1988, 
pp. 142-51; Gomez-Mejia & Welbourne, 1990, p. 271; Raelin, 1986, 
p. 186; Miller, 1986). Dual ladders, temporary assignments, job 
rotation, and a variety of career management programs have been 
carried out in several organizations with varying degrees of success. 
Although these strategies are important for all professionals within 
library organizations, library managers need to pay special attention 
to them for the few who are not librarians. Assistance and consultation 
from a group of professionals outside of the library may be needed 
in order to gain the special knowledge and skills to help nonlibrary 
professionals. 
Some organizations have implemented a dual ladder structure 
that provides professionals with alternative career paths. The dual 
ladder provides a set of positions for professionals that is designed 
to be parallel to the managerial ladder, but with evaluation, control, 
authority, and advancement criteria appropriate for the technical 
professional. The objectives are to provide advancement op-
portunities, prestige, compensation, and autonomy equivalent to 
those professionals who have decided to climb the managerial ladder. 
Some library organizations have implemented similar two-track 
systems for their professional librarians (Duda, 1980). Many research 
libraries also have examples within their institutions in the university 
professoriat, who advance through personal achievement and not 
through an administrative route or a hierarchy of positions. 
Although dual career ladders are used by many organizations, 
complaints about them are not uncommon. Raelin (1986) notes that 
the most common complaint is that the dual ladder does not reward 
professional and managerial accomplishments equally. Raelin 
suggests that the professional ladder may need fewer rungs than the 
managerial one, but that whatever job evaluation system the 
organization uses, salaries will need to be pegged to equivalent 
requirements in terms of such criteria as knowledge, problem solving, 
and accountability (Raelin, 1986, pp. 189-90). Library managers may 
have difficulty designing dual career ladders for a small handful of 
employees, especially if the parent institution does not have the 
enabling framework. 
Temporary Assignments or Job Rotation 
Temporary assignment or job rotation can play an important 
role in a library organization employing nonlibrary professionals. 
These assignments may be to management or to other kinds of tasks, 
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to different parts of the organization, or to groups using different 
methods or technologies. Von Glinow’s (1988, p. 147) research has 
shown that temporary assignments can alleviate stagnation, give 
recognition, and allow professionals to apply their skills in different 
work situations. These assignments also can help nonlibrary 
professionals prove the value of their knowledge and skills in a variety 
of settings within the organization. 
The problems inherent in managing within an environment that 
uses temporary assignments include costs associated with start-up 
for each assignment and the lack of replacement for the nonlibrary 
professional that may require bearing backlogs or additional 
temporary replacements. Moving nonlibrary professionals across 
disciplines allows the library to expand the knowledge base of key 
personnel. It may also weaken the links of traditional hierarchical 
organizations. Job rotation also allows people to work together in 
different roles and reduces reliance on hierarchical decision makers. 
Career Development Support 
Career development support begins with training managers in 
the importance of the process of career management (Miller, 1986). 
Three types of support are fundamental: (1)top-management support; 
(2) support for training managers in the methods of career 
management; and (3) support through an organization’s policies and 
procedures. The latter should allow the manager to sit down with 
the professional at least once a year for a career discussion. There 
are several career management programs that are common in 
organizations employing professionals. These range from career 
information systems to skill assessment and training to career 
sequencing and monitoring. There are a variety of structures and 
approaches that can accommodate a professional’s career growth and 
development. Career growth appears to be an important reward, and 
whatever career development support a library organization provides 
for its librarians, it must do as much, if not more, for its other 
professionals. 
Organizational Rewards 
Since nonlibrary professionals must be treated like the specialists 
they are, language and symbols become very important. Therefore, 
properly descriptive titles must be created for each position that reflect 
the incumbent’s specialized training, skills, and responsibilities 
(Bailyn, 1988, p. 223). It is important that managers, together with 
the incumbent, review these titles annually to ensure that they are 
appropriate and up to date. 
“The vital part played by managerial feedback in motivating 
and shaping the performance of the professional cannot be 
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overemphasized” (Shapero, 1985, p. 72). Feedback ranges in form from 
informal daily comments to formal scheduled performance 
evaluations. Informal feedback is most important to professionals 
who want management to be interested in what they are doing and 
to comment on it regularly. As Shapero (1985) notes, professionals 
do not like to be told how to do their jobs, but they want and expect 
reaction to what they are doing. It is a particular challenge to library 
managers to furnish these types of feedback effectively to nonlibrary 
professionals. 
Evaluation of one-of-a-kind performance will require under- 
standing of the standards and requirements and may need the aid 
of a peer. Evaluation will also need to consider individual preferences 
for collegial maintenance of standards and the organizational criteria 
and processes for the evaluation/con trol of individual nonlibrar y 
professional performance. Criteria used to evaluate librarians may 
be inappropriate or irrelevant to the role and performance of 
nonlibrary professionals. The criteria generally fall into three distinct 
categories: individual personality traits, behaviors, and outcomes (Von 
Glinow, 1983, p. 123). Peer evaluations, when possible, can be designed 
and used to augment, or even substitute for, traditional supervisory 
performance appraisals, but the “peers” doing these evaluations must 
be trusted and accepted by both the employee and the supervisor. 
Social Status and Prestige Rewards 
Social status and prestige rewards may be important. The quality 
of the space to which each professional is assigned, and the equipment 
allocated, has been found to have a significant impact upon the 
person’s motivation and, ultimately, on his or her performance 
(Shapero, 1985, p. 157). Information exchange and communication 
can be greatly improved by both the physical location of nonlibrary 
professionals and the quality of space in which they work. Where 
and with whom one works in close proximity has a distinct influence 
on work motivation. Keeping communication clear, open, and fre- 
quent is critical. 
Although many library work spaces are far from idyllic, library 
managers must take care to ensure equity among all professionals. 
Placing an accountant, for example, in a remote cubbyhole is a means 
to ensure nonoptimal performance. Besides the “out-of-loop” place 
in the daily flow of information, this accountant will interpret a 
remote location in a small space to be a reflection of the level of 
esteem with which he or she is held by the organization. 
Financial Rewards 
Although financial rewards may not be the most significant 
motivator for professionals, money is important. It is critical that 
nonlibrary professionals are compensated equitably both within their 
own professional context in similar organizations as well as with 
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library professionals who have equivalent levels of skills and similar 
levels of responsibility. In research libraries in which librarians are 
compensated by professorial standards and nonlibrary professionals 
are not, it is important that managers work with organizational 
personnel officials to ensure that their nonlibrary professionals are 
compensated equitably. 
Other Considerations 
There are other types of enabling strategies to avoid conflict 
and tension. Many nonlibrary professionals consider their autonomy 
to be critical to their effectiveness. Organizational rules can inhibit 
or interfere with the nonlibrary professional’s ability to perform well. 
Libraries seem to generate many rules and rigid structures. Protective 
structures can be developed to insulate nonlibrary professionals from 
these controls. Because autonomy may be threatened by the 
organization’s measure of performance, libraries should not subject 
professional employees to tight supervisory controls but rather should 
allow them freedom to make decisions. Delegation to the lowest 
possible unit can have many positive outcomes. 
Equally important is giving the nonlibrary professional a role 
in determining the policies and methods used in the library. This 
strategy is derived from a fundamental humanistic belief that people 
are more contented and committed to an objective when they are 
involved in decisions that affect them. One has to be careful, however, 
to strike a balance. Raelin’s (1986, p. 198) research indicates that when 
professionals are allowed maximum participation (i.e., over 
procedures, decisions, and performance), they tend to value the 
opinion of their professional colleagues outside of their organization 
much more than that of their managers. 
Librarians, like most professionals, are noted for adherence to 
standards of ethics, both on their own behalf and on behalf of their 
clientele. In managing specialized professionals, library managers 
will have to be aware of situations in which tension and conflict 
might occur because of adherence to different professional codes of 
ethics. Professional incentives can also be derived from permitting 
information sharing with professionals outside the organization and 
encouraging nonlibrary professionals to publish the results of their 
research. Library organizations also should be sensitive to the fact 
that nonlibrary professionals may have discrepant norms and values 
and should therefore not enforce rules and regulations which run 
counter to these norms. 
Teamwork 
Rewards based on teamwork are another possible motivator. 
Experience and research literature confirm that when two or more 
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professionals work on common tasks, the task itself provides the basis 
for trust. It is when fear of failure appears in one or more of the 
participants that defensive strategies come into play. It may be easier 
to blame an accountant or a development professional if you are 
a librarian, especially when your peers cannot evaluate their work 
as well as they can evaluate your own (Benveniste, 1987, p. 212). The 
solution is to achieve a situation in which each person’s professional 
identity is acknowledged throughout the team, group, or entire 
organization, and mutually acceptable and complementary activities 
are arranged. Blankenship (1977, pp. 126-27) observed that the only 
teams that appeared at all successful were those that had been together 
for extended periods of time. Teams can be a major agency for further 
professional socialization through organizational participation. 
However, team building presents special challenges for library 
managers. 
Librarians are socialized through their professional education 
and experience to work in teams, to participate in decision making, 
and to work for the common good of their constituencies. Part of 
the foundation of librarianship in North America is the concept of 
equity of access and use. Many nonlibrary professionals are not 
socialized in this way at all. In fact, they are often educated to work 
individually and on behalf of an individual client (e.g., lawyers), 
or to work on individual research projects (e.g., a doctorally trained 
humanist), as opposed to working for the broader community or 
groups or on a team of people serving individuals (e.g., a group 
of reference librarians). 
CONCLUSION 
Research and personal observation have shown the advantages 
of devising strategies to make the nonlibrary professional an integral 
part of the research library’s community of professionals. If the player 
is not a part of the team, he or she will not contribute very much 
toward achieving the team’s goals. Managing nonlibrary professionals 
is significantly different from managing library professionals. A 
certain amount of conflict will always exist between them. Standard 
human resource management practices may be effective in attracting, 
motivating, and retaining nonlibrary professionals. None will work 
well, however, unless library managers articulate their vision, 
establish the library’s goal and objectives, and ensure that all relevant 
parties are exposed to that thinking. Jobs and work relationships 
must be designed to take advantage of all the special skills of all 
professional employees. Relevant reward must be established and 
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special career development needs of professionals who happen not 
to be librarians must be put in place to ensure that the tensions 
and conflicts inherent in different professions can enable teams to 
emerge. 
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Managing the Work of Support Staff 
LEIGHESTABROOK,LISAMASONAND SARASUELFLOW 
ABSTRACT 
THISARTICLE EXAMINES THE contemporary nature of support staff 
work in research libraries and issues in managing that work. Among 
the issues discussed are: (1) perceived complexity of support staff 
work; (2)level of autonomy accorded support staff; and (3)supervisory 
responsibilities and types of supervision of support staff. The authors 
examine interactions between the use of information technology and 
issues of control: are workers who use new technologies more or 
less specialized, more or less in control of work processes, and in 
different supervisory relationships? They are concerned with the 
apparent impact of technology on the work of support staff and 
also on the social relationships which pervade the context in which 
tasks are performed. 
THESOCIOLOGICALDEBATE 
Braverman’s (1974) influential work, Labor and Monopoly 
Capital, has framed some of the important recent work on labor 
process theory. His basic premise-that managers seek to maintain 
control over workers, employing technology as one means to do so-
derives largely from his appraisal of traditional Taylorist practices 
in the workplace. 
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Taylor’s principles of scientific management called for 
requisitioning expert knowledge from the worker and consigning 
that accumulated expertise to the jurisdiction of management. The 
appropriated knowledge becomes the means by which management 
can rationalize and monitor workers’ tasks. Braverman (1974) labels 
these components as: (1) the “disassociation of the labor process from 
the skills of the workers” (p. 38); (2) “the principle of the separation 
of conception from execution” (p. 39); and (3) “the use of this 
monopoly over knowledge to control each step of the labor process 
and its mode of execution” (p. 44). In his analysis of manufacturing, 
Braverman finds an ever-growing distinction between “mental” and 
“manual” labor in the work force, with many workers in jobs stripped 
of decision-making responsibilities. 
This same process is not limited to factories but characterizes 
offices as well, in Braverman’s (1974) view. Managerial activities 
produce a corresponding series of changes for the so-called “white 
collar” worker: 
Just as in manufacturing processes-in fact, even more easily than in 
manufacturing processes-the work of the office is analyzed and parcelled 
out among a great many detail workers, who now lose all comprehension 
of the process as a whole and the policies which underlie it. The special 
privilege of the clerk of old, that of being witness to the operation of 
the enterprise as a whole and gaining a view of its progress toward 
its ends and its condition at any given moment, disappears. Each of 
the activities requiring interpretation of policy or contact beyond the 
department or section becomes the province of a higher functionary. 
(P. 67) 
A number of recent case studies (e.g., Glenn & Feldberg, 1977; 
Crompton & Jones, 1984) have supported the application of 
Braverman’s theories to white collar work and suggest that computers 
and communication tools are new devices that, if used to routinize 
tasks and monitor work performance, can help managers to expedite 
the control process. 
Other researchers, such as Attewell(1987), disagree, arguing that 
new computing and communications technologies reverse the trends 
identified by Braverman. One of the most influential of such pro- 
ponents has been Shoshana Zuboff (1988) who draws her readers away 
from a strict skilldno skills dichotomy and looks instead at the 
dualities inherent in information technology. She contends that 
computer systems have the potential both to automate and informate. 
Automation is the simple substitution of the machine for human 
thought and activity and can lead to the types of de-skilling to which 
Braverman refers. 
But, Zuboff (1988) argues, information technology has an equally 
powerful capacity to informate; that is, 
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the same technology simultaneously generates information about the 
underlying productive and administrative processes through which an 
organization accomplishes its work. It provides a deeper level of 
transparency to activities that had been either partially or completely 
opaque. In this way information technology supersedes the traditional 
logic of automation. (p. 10) 
In other words a technology that informates broadens one’s scope 
and understanding of transcendent goals and objectives, thrusting 
an individual worker into a more complex relationship with the 
overall workings of an enterprise. Ironically, this enlarged role 
constitutes precisely what Braverman considers clerks to have lost 
in the transition from Victorian to modern offices. 
Zuboff (1988) also distinguishes between “action-centered skills,” 
or skills that rely on the body’s senses to accomplish a task, and 
“intellective skills,” defined as mental thought based in “abstraction, 
explicit inference, and procedural reasoning” (p. 75). Fully exploiting 
the informating dimension of information technology requires the 
application of intellective skills to one’s work. It is in this respect 
that re-skilling can occur. Zuboff does acknowledge that managers 
can downplay the intellective aspect of information technology and 
restrict workers’ efforts to more limited interaction with an office’s 
automated system. 
This then leaves an uncertain theoretical framework for 
understanding issues of complexity, autonomy, and supervision in 
an increasingly automated environment. While de-skilling exists as 
one possible consequence of information technology, re-skilling may 
also occur. Moreover, the sometimes ambiguous relationship between 
professional and support staff work in libraries confounds attempts 
to understand the effects of new technologies on libraries. 
PARAPROFESSIONALT SKS 
Mugnier (1980) writes that the recognition of the “library 
associate” position in the mid-1960s resolved a task void between 
clerical staff and professional librarians. Ample room existed for a 
worker with technical skills to assume duties uniquely related to 
librarianship that would supplement the overarching responsibilities 
of librarians. In practice, tasks allocated to paraprofessionals overlap 
professional duties rather than merely brushing up against them, 
creating an uncertainty as to the exact nature of work performed 
by each position. For instance, Mugnier (1980) found little substantial 
difference between recent graduates from professional programs and 
veteran library associates (p. 84). While policy statements have been 
issued to delineate more clearly between nonprofessional and 
professional functions, in the end staff shortages and budget 
constraints often dictate that hiring be based on availability and not 
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strictly on qualifications. In the group interviews from the study 
reported in this article, staff offered frequent comments about blurred 
boundaries between professional and nonprofessional staff members. 
The issue is a contentious one. Some professional librarians 
interpret trends in support staff work as an encroachment on their 
traditional jurisdiction and resent the implication that their jobs do 
not require advanced training and expert judgment. Others see i t  
as freeing up limited time to devote to other activities which reinforce 
their professionalism. Support staff in turn decry the pay inequities 
and the lack of promotional opportunities. They also rankle at what 
they view as elitist attitudes embedded in the division of labor in 
many academic and research libraries. 
INFORMATIONTECHNOLOGYIN LIBRARIES 
Information technology further complicates this issue of “who 
does what” in a library. Because computers and communications 
technologies “automate” certain tasks or allow them to be done by 
one person rather than many (as in shared cataloging), their use 
prompts a reorganization of the way in which work is carried out 
and responsibilities are allocated. While staff reductions can occur 
at the time of automation, remaining personnel often experience a 
reclassification upward in their positions. This is especially true in 
technical services (Bednar, 1988; Horny, 1987; Presley & Robison, 1986). 
Do these findings suggest that the adoption of new information 
technologies contributes to greater task complexity for support staff 
in the sense that Zuboff describes? The effect appears to differ by 
function; that is, technical services become automated, while public 
services become informated. 
The impact for paraprofessionals in their respective departments 
is complex. Cline and Sinnott (1983) note that copy catalogers tend 
to form work spheres separate from original catalogers and, 
consequently, do not fall under direct supervision of the latter. Yet 
while they escape managerial oversight, they continue to endure 
routine work (i.e., the technology serves as a new tool to perform 
the same type of tasks); moreover, the new technology comes equipped 
with built-in capabilities to monitor and quantify the amount of 
work performed. Upward shifts in reclassification do lead to 
speculations about the imminent demise of professional catalogers 
(Haf ter, 1986), not because enlarged paraprofessional responsibilities 
threaten to engulf their professional duties, but rather because of 
the reorientation of work around paraprofessional levels to 
accommodate automated systems. 
By contrast, online bibliographic searching in reference work 
offers an opportunity for developing intellective skills in its users. 
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Yet i t  usually falls within the realm of professional librarianship; 
paraprofessionals generally do not engage in this activity. Nielsen 
(1982) suggests that this division of labor serves as a means to safeguard 
professional identity as well as “to protect the performance of the 
‘core task’ from being practiced by others-nonlibrarians” (p. 109). 
Moreover, the power derived from interacting with a client in an 
expert capacity operates as an additional motivating factor. Thus, 
in the public services sphere, the informating capabilities of 
information technology are usually denied to paraprofessionals. 
The differential impact of information technology across 
departments offers a framework within which to study the nature 
of support work. This article examines the perceived degree of 
complexity characterizing paraprofessional duties, as well as the 
amount of control and autonomy that support staff have over their 
own work. While the data described herein are not longitudinal and, 
therefore, cannot provide definitive patterns of skill upgrading or 
degrading, it is hoped that a profile of paraprofessional work in 
academic libraries in the late 1980s will provide a foundation for 
future comparative investigations. 
DESCRIPTIONOF STUDY 
The findings reported are based on data collected in a larger 
study designed to examine the nature of work and authority in 
libraries as technology becomes more pervasive. Initially, some thirty 
Association of Research Libraries libraries received a letter requesting 
permission to administer a questionnaire to their staff members. 
Eleven libraries of varying sizes and at different stages of automation 
agreed to cooperate. During the 1988-89 academic year, Estabrook 
visited each institution to administer a questionnaire to all 
professional and support staff in each library. An overall response 
rate of 67 percent was achieved (the exact response rate has not been 
calculated since most of the eleven libraries were not able to determine 
precisely the number of employees eligible to participate in the study. 
Absences due to vacation or sick leave could not be calculated with 
the precision desired by the research team). Questionnaires were 
distributed in group meetings at which the purpose of the study 
was explained. In eight of the libraries, selected staff also participated 
in focus group interviews on the impact of technology on their work. 
A total of 1,371 library staff participated in the study. 
PROFILEOF THE POPULATION 
Of the total sample, 801 respondents indicated that they were 
support staff. The typical participant is white (87.6 percent) and 
female (80.6 percent). The median age of those responding is 
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thirty-eight and most report they work full-time (91.6 percent). The 
median income of the group is $16,000. About two-thirds (66.7 percent) 
have worked less than five years in their current job (median = 3 
years). 
Support staff in these academic libraries are highly educated. 
The median number of years of formal education is sixteen with 
52.1 percent reporting they hold a baccalaureate degree. A majority 
(54.9 percent) use computers between one and four hours per day. 
Only 18.1 percent spend more than four hours per day using computer 
technology. 
PERCEIVEDCOMPLEXITY 
Staff were asked several questions regarding use of technology 
and their perceptions of the complexity of their work: (1) During 
a typical day, how much time do you spend using a video display 
terminal or a microcomputer? (2) Please list the kinds of things you 
use (this equipment) for. (3) How long did it take you to learn to 
use this hardware at an adequate level to do your job? (4) In your 
opinion, how much formal education does someone need to perform 
your job at an adequate level? (5) How much on-the-job-training 
does someone with adequate formal education need to perform your 
job at an adequate level? 
The study also asked, “On a scale from 1 to 10, how much stress 
do you have in your life? and “What percent of the stress in your 
life is job related?” 
Overall, support staff do not perceive the need for a high level 
of formal education or on-the-job-training to perform their job; they 
reported a mean of 13.5 years of formal education and 8.2 months 
of on-the-job-training are necessary. On average, staff indicated it 
took 1.3 months to learn to use a video display terminal or 
microcomputer at an adequate level to do their job. 
As an alternative measure, the reported sources of job stress were 
examined. Only 7.1 percent of the staff reported job difficulty as 
a source of job stress, but 12.7 percent indicated that insufficient 
training is a source of job stress. Computer usage (measured by the 
average number of hours per day that a computer is used) is not 
significantly related to perceived educational needs or job stress. 
On site interviews help to explain some of these findings and 
indicate some ways in which technology has affected perceived 
complexity of work. One person, speaking about the impact of 
technology on her work, said that, although she had more work 
than before computerization, the work is now more “clerical.” 
“Instead of taking the challenge of cataloging,” she said, “you have 
to spend more time in front of the computer. You have to make sure 
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this class code is right...( instead of) doing a more intellectually 
challenging task.” In a discussion of reclassifications at one library 
someone said, 
we found with automation ...that just because somebody does certain 
functions in an automated fashion doesn’t mean they are at a different 
level...a lot of the functions that used to be done by people can be done 
by machines. So we drop out the lower levels. 
At every site, staff complained about not receiving training 
needed or not having the training at the time they were using a 
system. In particular, some support staff state that professionals in 
their libraries are often sent to training and then become responsible 
for transmitting that information to support staff. Staff expressed 
frustration that they could not receive the training directly. 
SUPERVISORYMONITORING 
As noted earlier, computerization can provide new ways of 
monitoring work. In this study, professionals and support staff were 
asked, “What are the main ways your supervisor monitors your work 
performance (e.g., comes around and sees what you are doing or 
uses a computer system to keep track)?” Nine descriptors were 
identified for this question with up to three responses coded per 
questionnaire (see Table 1). Of the 771 support staff who responded 
to this question, 110 (14.3 percent) either submit their own reports 
to their supervisor or are not monitored by their supervisor. 
Some significant variation in supervisory monitoring exists 
among public services, technical services, and clerical (not 
intrinsically library oriented) support staff. Monitoring through 
personal daily involvement (e.g., supervisor comes around to see what 
employee is doing, supervisor works near employee, and so on) is 
more common in public services positions than technical services 
or clerical positions, although this type of supervisory monitoring 
was most frequently mentioned by those in all three support staff 
groups. Clerical staff are more likely to be monitored qualitatively 
(e.g., accuracy checking of a report) than staff in public services or 
technical services positions. As would be expected due to the nature 
of the work, technical services staff are much more likely to be 
monitored through statistics kept on material processed or work 
completed. Supervisors more frequently hold evaluative meetings or 
conferences with public services staff than with technical services 
and clerical staff. 
Little significant variation exists in type of supervisory 
monitoring among support staff grouped by level of information 
technology use. Respondents were divided into three groups based 
on their reported amount of computer use per day: low (less than 
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one hour per day), middle (between one and four hours), and high 
(greater than four hours). Significant variation exists for only one 
type of supervisory monitoring: supervisors are more likely to keep 
statistics on material processed by middle and high computer users 
than by low computer users. When respondents are grouped by 
functional areas, only technical services staff show any significant 
variation in supervisory monitoring by level of computer use. 
Supervisors more frequently keep statistics on material processed for 
those technical services staff with higher levels of computer use. At 
least one staff member interviewed reported the use of computer tools 
to develop monthly statistical reports to track work. 
TABLE OF SUPERVISION STAFF UNCTIONALAREAS1. TYPES BY SUPPORT 
All  
su@@ort Public Technical Leuel of 
staff Services Services Clerical Significance 
Supervisor does not 
monitor work per- 
formance 
59 
(7.7%) 
16 
(8.9%) 
20 
(5.1%) 
11 
(10.9%) 
.062 
Respondent initiates 
review or submits 
regular reports 
51 
(6.6%) 
11 
(6.1%) 
25 
(6.4%) 
6 
(5.9%) 
,985 
Supervisor checks 
or reviews ouput 
qualitatively 
131 
(17.0%) 
24 
(13.3%) 
69 
(17.6%) 
26 
(25.7%) 
.032 
Supervisor receives 
commentdfeedback 
from other employ- 
eedpatrons 
88 
(11.4%) 
25 
(13.9%) 
43 
(10.9%) 
10 
(9.9%) 
,504 
Supervisor keeps and 
evaluates statistics on 
material processed 
156 
(20.2%) 
13 
(7.2%) 
133 
(33.8%) 
7 
(6.9%) 
.ooo 
Supervisor keeps 
statistics on material 
processed with use of 
computer 
24 
(3.1%) 
8 
(4.4%) 
15 
(3.8%) 
1 
(1.0%) 
.297 
Supervisor holds 
regular meetings or 
conferences with 
respondent 
90 
(11.7%) 
28 
(15.6%) 
44 
(11.2%) 
6 
(5.9%) 
.050 
Personal daily 
involvement 
425 
(55.1%) 
114 
(63.3%) 
206 
(52.4%) 
54 
(53.5%) 
,046 
Yearly evaluations 35 
(4.5%) 
5 
(2.8%) 
21 
(5.3%) 
3 
(3.0%) 
289 
N 771 180 393 101 
The sum of percentages in each column is greater than 100 because up  to three ways 
of monitoring work were coded for each respondent. 
ESTABROOK & MASON & SUELFLOW/MANAGING SUPPORT STAFF 239 
Significant variation also exists among technical services staff 
for monitoring through personal daily involvement, with middle 
computer users less likely to be monitored in this way than low and 
high computer users. 
Expanding the comparison to support staff versus professionals 
reveals a greater amount of variation among types of supervisory 
monitoring. Variables for each of the nine descriptors are coded 1 
if the respondent’s answer mentioned that descriptor. Comparison 
of group means by professional status shows significant variation 
between professionals and support staff on all but two descriptors 
(see Table 2).Professionals are more likely than support staff to initiate 
their own performance review, to have regular meetings with their 
supervisor for evaluation, and to be evaluated yearly by their 
supervisor. Support staff are more likely than professionals to be 
evaluated on the basis of statistics kept on material processed or work 
completed or on the basis of “qualitative” checks of their output. 
Personal daily involvement, the most common form of supervisory 
monitoring for both professionals and support staff, is significantly 
more common for support staff. 
For some of the staff interviewed, personal daily involvement 
is not providing the kind of communication between professional 
and support staff that is needed. “They don’t understand what we’re 
doing and they’re blaming us and it’s not our fault,” said one of 
the members of a group interview. 
TABLE2. WAYS UPERVISOR WORK PERFORMANCE MONITORS BY 
PROFESSIONALSTATUS 
Support 
Professionals Staff 
Supervisor does not monitor work performance ,052 .077 
Supervisor receives comments/feedback from .125 .114 
other employees/pa trons 
Respondent initiates review or submits regular .187*** .066*** 
reports 
Supervisor checks or reviews output qualita- 
tively 
.097*** .170*** 
Supervisor keeps and evaluates statistics on .134*** .202*** 
material processed 
Supervisor keeps statistics on material pro- 
cessed with use of computer 
.008*** .OSl*** 
Supervisor holds regular meetings or confer- 
ences with respondent 
.362*** .117*** 
Personal daily involvement .409*** .551*** 
Yearly evaluations .138*** .045*** 
*p < .05 that difference between professional and support staff is not significant 
***p < .001 
240 LIBRARY TRENDSIFALL 1992 
CRITERIAIMPORTANT EVALUATIONIN SUPERVISORS 
Employee perception of criteria used by supervisors in employee 
evaluation is measured by respondents’ answers to the following 
question: “Please rank how important you thinkeach of the following 
is to your supervisor’s evaluation of your work: The quality of what 
you do, the quantity of what you do, doing things on time, following 
established procedures, the amount of initiative or originality you 
show, and the ability to work without supervision. Respondents were 
asked to rank these criteria in order of importance. Significant 
variation among groups of support staff exists for only two criteria. 
Technical services staff, working in an area where output has 
traditionally been emphasized, rank “the quantity of what you do” 
higher than public services or clerical staff. Clerical staff, again due 
to the nature of the work, rank “doing things on time” as more 
important in their supervisor’s evaluation than public or technical 
services staff. 
This area is one of the few in which level of computer usage 
is significantly related to staff responses. Rankings on three of the 
perceived criteria important to the supervisor’s evaluation vary 
significantly by level of computer use. High computer users rank 
“the quantity of what you do” more important to their supervisor’s 
evaluation than do middle and low computer users. As one individual 
noted, “The goal (is) production.” 
Low computer users rank “following established procedures” 
higher than their support staff counterparts with middle or high 
levels of computer use. “Amount of initiative or originality you show” 
is ranked highest by those with the middle level of computer use 
and lower by high and low computer users. 
These findings are remarkably consistent with findings from the 
group interviews in which repondents who work a great deal on 
the computer feel they are judged on output, but, at the same time, 
have a certain amount of discretion over their work. When copy 
catalogers are at the terminal, for example, they usually have the 
latitude to make decisions or interpret rules within the OCLC 
framework. 
Comparison of professional and support staff responses to this 
question revealed no significant differences between the two job 
classifications for the two most highly ranked factors. Both 
professionals and support staff perceive the quality of their work 
as the most important criterion in their supervisor’s evaluation and 
ability to work without supervision the second most important 
criterion (mean rankings with minimum = 0, maximum = 6 are 
shown in Table 3). For neither of these criteria is there a significant 
difference between professionals and support staff in the reported 
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ranking. Importance placed on quantity of work is ranked third by 
professionals and fourth highest by support staff. Support staff rate 
“doing things on time” and “following established procedures” 
significantly higher than professionals do. Professionals rate “amount 
of initiative or originality you show” significantly higher than 
support staff. 
TABLE CRITERIA TO SUPERVISOR’S BY3. PERCEIVED IMPORTAN  EVALUATION 
PROFESSIONALSTATUS (MAXIMUM VALUE=6) 
Professionals 
Support 
Staff 
The quality of what you do 
Ability to work without supervision 
The quantity of what you do 
Doing things on time 
Amount of initiative or originality you show 
Following established procedures 
5.14 
3.59 
3.10 
3.OOf 
3.36*** 
2.22*** 
5.09 
3.66 
3.14 
3.20” 
2.48*** 
2.94*** 
~ ~ ~~ 
*p < .05 that difference between professional and support staff is not significant 
***p < .001 
CONTROL IN THE WORKPROCESSAND DISCRETIO  
Control over aspects of the work process is measured by three 
variables: control over work activities, control over deadlines, and 
control over work methods. Work activity is computed as an index 
(1 = no control at all, 4 = a lot of control) based on four questions 
which measure the frequency of work activities decided by the 
supervisor, decided jointly by supervisor and employee, decided 
jointly by member of work teams, and decided by the employee. 
Deadlines and work methods are computed in a similar way. 
Discretion is calculated as an index (1 = very little discretion, 5 = 
a lot of discretion) based on four questions which measure the 
frequency of following set procedures, adapting existing procedures, 
and creating new procedures for tasks (see the Appendix for exact 
wording of questions 28 through 30). 
Among groups of support staff, only discretion over deadlines 
varies significantly by department. Control over deadlines in the work 
process is significantly greater for clerical staff than for technical 
services staff. Level of computer use also explains little of the 
difference in levels of discretion for library staff. Staff who use 
computers at a moderate level report significantly greater discretion 
in applying procedures to tasks than do their counterparts who report 
low or high computer usage. 
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Major differences do emerge, however, when levels of discretion 
and control or professionals and support staff are compared. In each 
of the four areas (see Table 4),professionals show more control than 
support staff: more control over what they do (work activities), more 
control over when they do it (deadlines), more control over how they 
do it (work methods), and more discretion in applying procedures 
to tasks. 
TABLE4. CONTROLAND DISCRETION PROCESSIN THE WORK BY 

PROFESSIONAL
STATUS 
support 
Professionals Staff 
Control over work activities 2.60*** 2.42*** 
Control over deadlines 2.52*** 2.34*** 
Control over work methods 2.63*** 2.51*** 
Discretion in  work processes 3.01*** 2.59*** 
***p < ,001 that difference between professional and support staff is not significant 
Data from the focus group interviews suggest that these 
differences do not derive completely from the intrinsic nature of the 
work but may reflect “managed” behavior by both professionals and 
support staff. The following example shows how professional staff 
can limit the control of support staff. 
We turned in a couple of reports that raised some tension because we 
did challenge the policies and suggested some other policies. And so 
the committee was disbanded ...and two months later...the decision was 
made that the people who were on that committee were really 
necessary. ..because they were the ones who understood circulation the 
best, as evidenced by the fact that most of the librarians who at this 
library don’t know how to use the GEAC computer. So they put us 
back together, but they gave us a librarian to be the chair of the committee 
to make sure that we didn’t overstep ourbounds. 
Support staff also reported ways in which they intentionally 
avoid using expertise or control. As one person noted, support staff 
become knowledgeable about the technology but “you don’t want 
them to know you are a key person because if there are problems 
it  could very easily eat up  your whole work week.” 
Two other areas in which support staff often commented about 
lack of control were in: (1) input and choice of library systems- 
few had been appointed to decision-making committees; and 
(2)implementation of systems according to what they perceived to 
be arbitrary deadlines. “It seems like decisions were made at the higher 
level [and] brought down to us as “this is the way it’s going to be,” 
we were told. 
ESTABROOK & MASON & SUELFLOW/MANAGING SUPPORT STAFF 243 
Some of those interviewed feel computerization has provided 
new opportunities for support staff. Security and access levels for 
computers was cited by one individual as a major way of control 
and reward for support staff. Another commented that compu- 
terization means that: “Actually they’re setting up meetings with 
us which is wonderful. We’ve never done this before.” 
JOB SATISFACTION 
This leads to the final question of job satisfaction, measured 
in this study by the question, “All things considered, how satisfied 
are you with your present job?” Responses range from 1 (not very 
satisfied) to 4 (very satisfied). A second question asked, “If you had 
to decide all over again whether to take the job you now have, what 
would you decide?” Responses range from 1 (definitely not take the 
same job) to 4 (take the same job with no reservations). Among groups 
of support staff, little significant variation exists in job satisfaction. 
Public services, technical services, and clerical staff report similar 
levels of overall satisfaction and similar likelihood of taking the same 
job again. Likewise, low, middle, and high computer users do not 
vary significantly in terms of overall job satisfaction or likelihood 
of taking the same job again. 
Professionals report significantly higher overall job satisfaction 
than support staff (see Table 5 ) ,  but there is no significant difference 
between professionals and support staff on how likely employees 
would be to take their present job if they had the opportunity to 
make the decision again. 
TABLE5. MEASURESOF SATISFACTION STATUSBY PROFESSIONAL (MAXIMUM 
VALUE= 4) 
Support 
Professionals Staff 
Overall satisfaction 3.20*+* 2.98+++ 
Likelihood of taking the same job again 3.16 
+++p< .001 that difference between professional and support staff is not significant 
DISCUSSIONAND INTERPRETATION 
This study began with the expectation that significant 
relationships would be found between the work of support staff and 
the amount of computer use they report. In particular, there was 
an attempt to determine whether differences in levels of computer 
use can be related to the ways in which work is supervised and 
3.21 
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evaluated or in the amount of autonomy and discretion accorded 
workers. Analysis found few direct relationships between computer 
use and characteristics of the work process. 
Much more is explained by looking at differences between 
professional and support staff. Support staff are less likely to initiate 
a review of their own work, to have face-to-face regular meetings 
with supervisors, or to have yearly evaluations of their work. They 
are more likely to have the quality of their work reviewed or to have 
statistics kept on their work. 
Similarly, little difference was found in the amount of control 
and discretion in the work process reported by high, medium, and 
low computer users from the support staff. Significant differences 
between professional and support staff did emerge however. Support 
staff report less control over work activities, over deadlines, over work 
methods, and over work processes. And support staff are less satisfied 
overall than their professional counterparts. 
Two important considerations emerge from these findings. First, 
although amount of time spent on the computer does not explain 
differences in support staff work, comments from the focus group 
interviews note a number of ways in which information technology 
is perceived to have changed the overall decision-making and work 
processes within libraries. Since this study was conducted at only 
one point in time and is not longitudinal, we cannot measure change. 
We do not have a measure of how things were done in each of these 
libraries before automation. 
Before concluding that computer use has little or no effect on 
work, it seems important to ask these same questions in a year or 
so. This study was conducted in 1988and 1989. By 1992, many libraries 
had started to go through processes of job analysis and job redesign, 
indications of significant changes in staffing levels and ways of doing 
library work. Some of these changes result from staff shortages and 
budget reductions, but others relate to changes brought about by 
computerization of some library operations. These same questions 
asked in 1994 may reveal signficantly different answers. 
Second, although this study was not intended to evaluate job 
design, i t  does reveal ways in which support staff may need better 
supervision or improved job design. Dyer (1990) identifies a number 
of factors associated with effective job design including autonomy, 
feedback, responsibility, achievement, opportunities to learn and 
develop, optimal level of work (i.e., the pace that fits the worker), 
lack of role conflict (what priorities for what tasks), and role ambiguity 
(who does what), and variety. Since this study intentionally did not 
examine job design, the results cannot be related to all the areas 
mentioned by Dyer. Nevertheless, analysis suggests that support staff 
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in these eleven ARL libraries are not given the same level of feedback 
as professionals. It was also found that many support staff, with 
an average of 2.5 more years of education than the average estimated 
to be needed, felt that they were not being given the opportunity 
to use their talent optimally, particularly when they report the lack 
of training opportunities. 
Some of these findings reflect legitimate distinctions between 
work performed by librarians and support staff. And those who worry 
that boundaries between these two groups are blurred may be 
encouraged by this study because it reveals significant differences 
between these two groups in their levels of autonomy and control. 
It must also be asked, however, whether some of these differences 
result from control mechanisms imposed by librarians on support 
staff in order to maintain and assert distinctions between these two 
groups. 
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APPENDIX 
Wording of Questions 28 to 30 of Questionnaire 
28. Now we’re interested in finding out various things about your job 
assignments, supervision, and so on. Please answer EACH of the 
following questions. During a typical six month period, how frequently 
are your WORK ACTIVITIES: 
28a. specifically assigned by 
your immediate super- 
visor? 
28b. decided jointly by your 
supervisor and you? 
28c. decided jointly by 
members of work teams 
(e.g., committees 
with whom you 
work? 
28d. decided by yourself 
alone? 
28e. decided by the library 
user? 
28f. a part of the work process 
and not assigned by 
anyone 
28g. specifically assigned by 
someone other than your 
supervisor? 
(1) (2) (3) (4)
up to 
Several Several 
times a timesa Every 
Never month y&c & 
- _ _ _ - -
29. Please answer EACH of the following questions. During a typical six 
month period, how frequently are your DEADLINES: 
29a. specifically decided by 
your immediate super- 
visor? 
29b. decided jointly by your 
supervisor and you? 
(1) (2) (3) (4) 
u p  to 
Several Several 
times a times a 
Never month y&c- -
Every
& 
- -  
---- 
---- 
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29c. decided jointly by mem- 
bers of work teams (e.g., 
committees) with whom 
you work? 
29d. decided by yourself 
alone? 
29e. decided by the library 
user? 
29f. a part of the work process 
and not assigned by 
anyone? 
29g. specifically decided by 
someone other than your 
supervisor? 
(2) (3) (4) 
u p  to 
Several Several 
times a times a Every 
Never month & 
30. Now think about HOW you perform your work tasks (e.g., the order 
in which you do things, the way you get started, etc.). Please answer 
EACH of the following questions. During a typical six month period, 
how frequently is the METHOD of doing your work: 
3Oa. specifically decided by 
your immediate super- 
visor. 
3Ob. decided jointly by your 
supervisor and you? 
30c. decided jointly by 
members of work teams 
(e.g., committees) with 
whom you work? 
30d. decided by yourself 
alone? 
(1) (2) (3) (4)up to 
Several Several 
timesa timesa Every 
Never month & 
- - ~ -
- - - ~  
30e. decided by the library 
user? ----
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(1) (2) 
u p  to 
(3) (4) 
Several Several 
times a 
Never month- -
timesa 
week 
Every
& 
3Of. a part of the work process 
and not assigned by 
anyone? ----
30g. specifically decided by 
someone other than your 
supervisor? ----
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The Information Job Family: Results 
of an Exploratory Study 
ANNE WOODSWORTH, THERESA ANDM YLONE 
MYRON SYWAK 
ABSTRACT 
OBSERVATION CONVERGING ofF THE and integrating functions 
computing centers and libraries in research universities, particularly 
on campuses where the two units were linked administratively, led 
to an exploratory study of whether the effects of the information 
technologies extended to job classification and compensation systems. 
The study, funded by the Council on Library Resources (CLR), found 
a sufficiently strong relationship between some computing and 
library jobs to warrant considering the creation of a single information 
job family in classification systems. Instituting such a change could 
prompt reevaluation and subsequent reinforcement of an or-
ganization’s values and emphasize the strategic importance of human 
resources planning in successful organizational change. The authors 
describe the methodology and findings of the exploratory study and 
suggest areas for further detailed research. 
INFORMATION AND THE NATURETECHNOLOGY 
OF INFORMATION 
As a change agent, information technology is almost without 
peer. Whether the change itself is evolutionary or revolutionary may 
be a semantic distinction best arbitrated by history. What is 
indisputable today in research universities is that the opportunity 
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exists for all information service and information systems units to 
form a partnership with each other and the technology to manage 
the changes creatively. A recent research study, funded by the Council 
on Library Resources, has focused on computing services and libraries 
and how these two groups, which have consistently assumed major 
information technology roles on campus, might influence both 
structure and infrastructure on the “transformed” campus. 
The apparent transformations propelled by information 
technology are difficult to articulate in terms that convey 
information’s preeminence to the variety of stakeholders in the 
academic community (Ryland, 1992; Penrod, 1992; Euster, 1992; 
Lowry, 1992). Among these stakeholders are of course those in the 
immediate academic community, such as students, faculty, and 
administrators, who participate in the entire information chain from 
creation to consumption. Other stakeholders exist in the broader 
environment in which higher education exists. Those stakeholders 
include the trustees, research and grant-making bodies, the 
information industry, and society itself as full participants in the 
creation, dissemination, and use of information. Finally, there are 
those from each group whose responsibility i t  is to manage where 
these groups converge. The communication difficulties inherent in 
this complex community are caused, in part, by the nature of 
information itself. Elusive in behavior and definition, information 
slips among, between, and outside of administrative and academic 
boundaries. It can be physically “captured” in a variety of forms, 
from clay tablets to laser disks, or definitionally captured by placing 
it in operationalized contexts (Machlup & Mansfield, 1983; Buckland, 
1991). To bring order to the management difficulties and to define, 
manage, and convey their information priorities, some academic 
institutions have a position generically called chief information 
officer (CIO). 
ROLEOF THE CHIEFINFORMATIONOFFICER 
The CIO’s role in academia is thought to be similar to several 
other functions common to the industrial or corporate model (finance, 
human resources) (Penrod et al., 1990; Woodsworth, 1988, 1991; 
Brumm, 1989). Business literature and the research in which i t  is 
grounded has influenced both the terminology and the models of 
academic organizations as they adjust to operating in the environment 
of an information society. These models provide not only a focus, 
but they also indicate what can be observed at a time when validation 
cannot be achieved through experience. In addition, the pressures 
on organizations in both the private and public sectors are remarkably 
similar today, especially the financial ones. The caveat is, of course, 
252 LIBRARY TRENDSIFALL 1992 
that the business model is only one of many that could be followed. 
Models cannot be used in one-to-one correlations between corporate 
and academic organizations and should not be exploited to assume 
such a relationship. The process must be one of adopting and 
adapting. A prominent example among those being looked at in 
academic computing and research libraries is the work of Zuboff 
(1988), in which the word “informated” is coined to describe those 
organizations which have not simply replicated older work processes 
in an “automated” environment but have “transformed” the 
organization by using the capabilities of information technology to 
“informate.” The model is a promising one for academic institutions, 
but its success depends on changes to both structure and infrastructure 
(Lowry, 1992). 
The chief information officer role represents one approach to 
creating an organizational umbrella for structuring information 
related operations (Woodsworth & Maylone, 1992). As they pointed 
out, the CIO model has many variations, and recent research has 
found that 90 percent of colleges and universities in the United States, 
as well as an increasing number of corporations, manage their 
information functions without a CIO (Penrod, 1992; Wilder, 1992). 
By designating responsibility for existing information systems and 
services, coordinating information functions and future information 
planning, a basic information structure is created. Implied, if not 
stated, are resulting changes to infrastructure-different com-
munication pathways, shared databases, networked access to internal 
and external information. But what about operating functions such 
as those for library and computing services? How deeply into the 
organization does a changed administrative structure penetrate? What 
is the effect on the infrastructure? Does leadership for change occur 
from the bottom up as well as the top down-or even from the middle 
out? Could jobs, like information, cut across the organizational 
boundaries of libraries, computing centers, media services, and other 
information units? Might there be a measurable similarity in the 
nature of individual jobs as information technology infuses rapidly 
on campus? Finally, how effectively are existing institutional and 
societal policies coping with the transformation being wrought by 
information technologies? 
Observations made on campuses where there was already a high 
degree of structural integration among information units indicated 
that these were questions that had not been directly addressed, and 
that the answers to them might contribute to the model of the 
“informated” campus. The study described in this article addressed 
specifically the question of job similarities in computing centers and 
libraries but unavoidably touched related policy areas as well. 
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BACKGROUNDOF THE STUDY 
Although not necessarily recognized by either group, staff in 
both libraries and computing centers: 
develop training tools and system documentation; 
design, operate, and use local and wide area networks; 
plan, select, and operate system hardware and software; 
collect and organize information in various forms and formats; 
create, maintain, query, and manage databases; 
analyze user, service, and system needs; 
provide consulting and technical assistance; and 
instruct faculty, students, and staff in all of the above 
Their goals in these activities are also much the same: helping users 
to access, manipulate, or use information-in all its definitions- 
through the optimum use of hardware, software, and communications 
systems. The physical settings in which these skills are employed 
and the activities that take place are also becoming difficult to 
differentiate: the computer terminal and its attendant staff and users 
could equally well be located in a faculty office, dormitory, computer 
lab, library, or computing center. 
The policy and institutional frameworks, however, tend not to 
recognize this, particularly as interpreted in job classification and 
compensation systems. The staff of libraries and computing centers 
still tend to be classified and compensated in two different job streams 
and slotted into two job families, usually determined by departmental 
affiliation or sometimes by job title. Each family tends to have different 
salary and responsibility level demarcations, and benefit packages 
may differ to include, for example, faculty status for librarians but 
not for computing professionals. 
An extensive search of the literature of computing, management, 
and library and information science unearthed no studies that 
examined related information jobs from the perspective of 
classification and compensation systems. Studies, such as 
Mowshowitz’s (1990),on the effects of technology on jobs, emphasize 
the need for management attention to specific human resource issues, 
primarily training and retraining, but do not explore the effects of 
integration of information technologies and the attendant need for 
reanalysis of job content and salary structure. Although it is breaking 
down, libraries and computing centers are, for the most part, perceived 
as having separate and distinct functions and belonging to two 
different cultures. This distinction is reinforced in most colleges and 
universities by their classifying the groups into two separate job 
families. 
Based on these observations in university settings and because 
of the gap in the literature, a study was designed to test the hypothesis 
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that, as campuses pass from the automated to the “informated” stages 
in their use of information technologies, jobs in libraries and 
computing centers, in particular, will have altered significantly 
enough to identify a single new job family out of two traditionally 
separate job families. A secondary objective was to find a benchmark 
methodology which could show, even in gross terms, whether the 
changing nature of library and computing jobs was resulting in the 
overlapping and blending of job content and compensable factors. 
METHODOLOGY 
Because of the exploratory nature of this study, developing a 
customized methodology was considered prohibitively time 
consuming and costly. The University of Pittsburgh had recently 
developed a point factor job analysis system which they graciously 
permitted to be used in the study. The strength of the system, 
particularly in regard to the primary and secondary purposes 
indicated for this study, was that it not only allowed for identification 
of the most important compensable factors for each job, but its point 
system also approximated a coding structure for content analysis. 
Jobs were analyzed on the eleven factors shown in Table 1 (see 
Appendix A for a more complete description of each of the factors). 
Each factor had a rating scale, allowing assignment of points 
according to the degree to which a job possessed a particular factor. 
Most factors were assessed along a single dimension (knowledge, 
experience, or analytical skills), but more complex factors (financial 
responsibility, degree of supervision exercised) could be measured 
according to a two-dimensional matrix. Tocalculate the responsibility 
and compensation level for each job, an algorithm consisting of a 
predetermined multiplier was assigned to each of the factor values. 
The resulting total weighted points (TWP) for each job determined 
the responsibility level and corresponding salary range. 
Three sites were selected to participate based on three criteria: 
1. a relatively large academic institution; 
2. 	the library and the academic computing center potentially at the 
same level in the organizational hierarchy; and 
3. 	a high degree of potential administrative integration insofar as 
both the library and computing center reported to a single CIO 
considered by peer judgment to be beyond automation, and at 
the “informated” stage in the use of information technologies. 
Organization charts and job descriptions for all jobs in each 
library and computing center were collected. To confine jobs in the 
study to those that did solely “library” and “computing” work, all 
administrative, secretarial, vacant, frozen, and part-time positions 
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were eliminated from the study. Because the intent was to look at 
the entire range of jobs, no distinctions were made between 
“professional” and “nonprofessional” or exempt and nonexempt. 
Duplicate jobs were also eliminated. That is to say, if the same 
description was repeated for six reference librarians or four systems 
analysts, only one of each was used for the study. In consultation 
with representatives from each of the sites, the remaining job 
descriptions were examined for completeness and recency. A data 
collection form was provided to supply the information which was 
missing or outdated. Each job was checked against the organization 
charts to verify that all jobs in each computing center and library 
were actually included and that jobs at all levels were represented. 
Every description was then given a code to ensure anonymity of both 
individual jobs and the institutions from which they came. Finally, 
to ensure complete representation of all types of jobs, each site was 
asked to review the selection for omissions. Out of 371 descriptions, 
63 unique jobs were identified for full analysis. 
TABLE1 
JOB EVALUATIONFACTORS 
KN Knowledge 
EX Experience 
SR Degree of supervision received 
AS Analytical skills 
FR Financial responsibility 
IA Impact of actions 
SE Nature of supervision received 
HR Scope of human resources impact 
IC Internal contacts 
EC External contacts 
PE Physical effort 
Eliminating Jargon 
One of the reasons computing and library jobs are considered 
to be two distinct groups or cultures is the richness of the jargon 
each uses to describe its own practices and activities. This was 
particularly evident in the final group of job descriptions. It was 
obviously necessary for the validity of the study, and for the anonymity 
of the individual descriptions, to eliminate as much jargon as possible. 
A working glossary was developed that would neutralize library 
and computing vernacular, at least to the degree that “OPAC” became 
“campus-wide information system” and “debug” became “correct 
a problem.” It was also intended to interpret professional shorthand 
into phrases that could be better understood by job analysts without 
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knowledge of a particular profession. Thus “performs descriptive/ 
original cataloging” was translated in to “creates and corrects records 
for inclusion in local, national, and/or international databases.” This 
translation was considered to be critical since the assignment of points 
would be based on the words used to describe the skills, tasks, and 
responsibilities of a job. Thus, while many of the terms, such as 
“debug,” have entered into general usage, the study could not assume 
a consistent interpretation without providing specific definitions. For 
the same reasons, terms used to describe actions associated with a 
job-“direct,” “prepare,” ‘‘implement’’-could be subject to degrees 
of variation, and these were added to the working glossary as well. 
Each job description was presented to evaluation teams at the 
three sites. The teams were comprised of individuals from both the 
library and the computing center who were familiar with the sets 
of jobs discussed. The principal investigator provided interpretive 
phrases when jargon meaning was unclear and ensured consistency 
in  interpretation of terminology to enable interinstitutional 
comparability. With the principal investigator as both facilitator and 
mediator, the teams then determined the points on all eleven factors 
to be assigned each job in the sample from their own institution. 
FINDINGS 
The results of the study indicate that, on several important factors, 
the correlations between library and computing jobs are strong 
enough to indicate job overlap, in total or in part (a full report of 
the data analysis will be made available in the final report to the 
Council on Library Resources and may be published by CAUSE as 
a separate occasional paper in 1992-1993). The degree to which this 
is shown would suggest that there is merit in re-examining the 
traditional two job family approach taken by most university job 
classification systems, particularly those whose information and 
organizational profile resembles those of the institutions in the study. 
For colleges and universities contemplating or currently in the process 
of changing organizational structure and/or compensation values, 
the methodology used in this study would provide a useful evaluation 
tool. 
The degree of overlap in jobs followed a normal distribution: 
a small number in which there were no similarities, a majority of 
jobs that were similar in part, and another small number of jobs 
that were identical. While there is strong reason to look more closely 
at the “some” and “none” categories, it was obviously the group 
of identical jobs that were the most interesting in the present study. 
In both libraries and computing centers, these identical jobs w r e  
found: 
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0 	Systems analysis and design which might include programming 
for microcomputer applications and micro-mainframe links, 
network design, implementation and maintenance, design or 
redesign of communications paths in the delivery of information, 
or preparing system usage guides and documentation. 
User services, involving problem solving, preparation of end user 
documentation, individual and group instruction in the use of 
online systems, applications software, networks, and peripheral 
equipment such as CD-ROM readers or scanners. 
Resource collection involving the acquisition of software and 
information products in a variety of formats for students, faculty, 
and staff and making these files, materials, and services available 
for use. 
Support services, such as data entry, remote user support, 
maintenance and development of databases for internal operating 
purposes (user lists and profiles, billing and administrative files), 
or preparation and analysis of operating reports such as transaction 
logs monitoring use levels by types and categories of users. 
It is clear, even from this broad summary, that the commonality 
in jobs is attributable to their reliance on the use of various 
information technologies. In these particular campuses, already 
defined as being more “informated” than automated, the ubiquitous 
presence of one information technology or another in almost all jobs, 
not only those classified as information jobs, made it difficult to 
isolate the pieces of the large number of computing and library jobs 
that were partially overlapping. For these jobs, looking at the type 
and amount of skills in relation to the scope of the total job was 
more significant. 
In comparing one library job to two different computing jobs, 
for example, it was found that the library job (a serials acquisition 
assistant) more closely equated in total points to the computing 
systems analyst job than to the data entry operator, a conclusion 
that might not have been drawn by looking only at the kind and 
degree of information technology use indicated in the description. 
This particular job was also hobbled by its pre-study jargonized 
description: “Check in standing orders on XXXX system....Monitor 
problems and work on their resolution with OCLC.” The systems 
analyst job, on the other hand, was described as: “Designs, tests, 
maintains, and modifies computer-based information systems ....”The 
data entry operator’s job description read: “Operates data entry devices 
and performs all types of data entry.” By the description, the serials 
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assistant’s responsibilities seemeld remarkably like data entry, and it  
was only through the context of other factors in the analysis system 
that true impact and import of the job came into focus. 
This single example points to at least three of the difficulties 
that confront job analysts in “informated” environments if  they are 
still to be operating under automated job analysis systems: 
1. 	 lack of ability of incumbents and supervisors to describe the nature 
of the work done; 
2. 	 lack of standardized terminology or guidelines that enable intra- 
institutional uniformity; and 
3. 	 lack of a means to identify or ;adapt factors that can accommodate 
the impact of “informated” jobs. 
These all point to the strategic rolle that human rescurces management 
must play in any effort to “transform” the organization’s policies 
and practices as the information technologies proceed to transform 
the organization. The following section provides more details in 
support of the need to adjust organizational job analysis methods. 
ANALYSISOF FACTORS 
The point system used results in data that are, by definition, 
at an ordinal level. As appropriate to data at that level and to the 
exploratory nature of the study, most of the analyses presented here 
are descriptive. However, because point assignments on each of the 
factors for all sixty-three jobs were made or facilitated by the same 
person, the data were assumed tot have equal-appearing intervals in 
calculating correlation coefficients. 
In looking at similarities between computing jobs and library 
jobs as shown in Table 2, the strongest similarities are found in 
Analytical Skills (AS), Human Resources Impact (HR), Internal 
Contacts (IC), and External Contacts (EC). Both library and 
computing jobs correlate these four factors strongly with Knowledge 
(KN), Amount of Supervision Received (SR), Impact of Actions (IA), 
Supervision Exercised (SE), Analytical Skills (AS), and Financial 
Responsibility (FR). 
Interpreting these results narratively, the work in both 
organizations requires analytical skills equal to the complexity and 
scope of the functional areas covered. Most positions deal with work 
that is nonstandardized and widely varied, involving many complex 
and significant variables. Even at the lowest level of all jobs, a certain 
amount of analytical ability and inductive thinking is required to 
deal with extensive adaptation of policies, procedures, and methods 
to fit unusual or complex decisions. As analytical skills correlate 
with knowledge, supervision received, and impact of actions, the 
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interpretation is that educational level, degree of autonomy, and the 
breadth of potential consequences from actions taken were all 
characteristics that must be considered along with analytical ability. 
TABLE2 
SIMILARITIES 
Library Computing 
Factor 7 =  7 =  
AS:KN .70 .72 
AS:SR .81 .75 
AS:IA .69 .74 
HR:SE .71 .85 
1C:KN .69 .70 
1C:AS .74 .71 
EC:FR .68 .69 
EC:SE .71 .78 
r = correlation 
Within this group of correlations, supervision received can be 
considered the autonomy measure: the higher the point values 
assigned, the less amount of supervision an incumbent received. 
Considered with the high correlations to knowledge and analytical 
skills, this measure may indicate that significant individual 
“empowerment” is already in place on these campuses. 
Supervisory levels were high in both computing and library jobs, 
as indicated by the correlations between human resources impact and 
degree of supervision exercised. 
Internal and external contacts measured how widely a job’s net 
might be cast throughout the organization and beyond its boundaries. 
Because the correlations with internal contacts were strongest with 
knowledge and analytical skills, there was indication that these 
abilities were being applied widely across each campus. 
External contacts extended beyond the campus to outside 
resources such as hardware and software suppliers, consultants, and 
database and other product vendors and are thus shown in each unit 
in a strong relationship with amount of financial responsibility and 
amount of supervision exercised. 
DESCRIPTIVEANALYSIS 
Correlations allow a specific focus on significant factors that 
stand out in such an analysis. For a broader view of the results, 
however, the shape and frequency values of the point assignments 
are more helpful. 
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Table 3 lists, for each of the factors, the point assignments 
available, how points were assigned, and the percentage frequency 
of their occurrence for library and computing jobs. The single 
dimension factors allowed point ranges from 1 to 8, the two-
dimensional factors (FR, SE, IC, EC) ranged through 48, and three 
of these (FR, SE, EC) began at 0, indicating that jobs could have 
a complete absence of these factors. 
TABLE3 
COMPARATIVE OF RAW POINTS FACTORSDISTRIBUTION WITHIN 
1-KN 2-EX 3-5r 
Value L C Value L C Value L C 
1 1 8.3 13.3 1 
2 2 6.3 2 4.2 20.0 
3 6.7 3 22.9 3 33.3 26.7 
4 2.1 4 27.1 6.7 4 58.3 46.7 
5 14.6 20.0 5 25.0 46.7 5 4.2 6.7 
6 31.3 46.7 6 8.3 26.7 
7 52.1 20.0 7 2.1 6.7 
8 6.7 
4-As 5-FR 6-1a 
Value L C Value L C Value L C 
1 0 47.9 53.3 1 
2 2.1 1 2.1 6.7 2 4.2 6.7 
3 25.0 6.7 2 6.3 3 50.0 6.7 
4 16.7 13.3 3 4 16.7 30.0 
5 31.3 26.7 4 18.8 6.7 5 25.0 33.3 
6 22.9 46.7 6 2.1 6 4.2 33.3 
7 2.1 6.7 8 8.3 20.0 
12 2.1 
16 2.1 6.7 
24 10.4 6.7 
32 
48 
7-SE 8-HR 9-1c 
Value L C Value L C Value L C 
0 33.3 13.3 1 16.7 1 4.2 
1 2.1 6.7 2 31.3 60.0 2 2. I 
2 6.3 3 22.9 13.3 3 12.5 6.7 
3 4 20.8 6.7 4 
4 14.6 13.3 5 8.3 20.0 5 6.3 
5 6 6 4.2 
6 2.1 7 
8 16.7 40.0 9 18.8 
10 10 8.3 
12 6.3 12 6.7 
16 8.3 13.3 14 2.1 
20 15 18.8 
24 4.2 6.7 20 16.7 73.3 
32 4.2 21 
40 2.1 6.7 28 6.3 13.3 
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TABLE3 (CONZ) 
COMPARATIVE OF RAWPOINTS FACTORSDISTRIBUTION WITHIN 
10-EC 11-PE 

Value L C Value L C 

0 25.0 1 11.1 13.3 
1 4.2 6.1 2 18.8 13.3 
2 2.1 3 4.2 
3 8.3 20.0 4 6.1 
5 25.0 33.3 5 6.I 
6 4.2 6 
I 

9 

10 20.4 33.3 

14 2.1 6.1 
15 4.2 
21 2.1 
KN = Knowledge L = Library jobs 
EX = Experience C = Computing jobs 
SR = Degree of supervision received 
AS = Analytical skills 
FR = Financial responsibility 
IA = Impact of actions 
SE = Nature of supervision received 
H R  = Scope of human resources impact 
IC = Internal contacts 
EC = External contacts 
PE = Physical effort 
Knowledge (KN) is valued primarily by educational level. Point 
level 7 represents masters level preparation and thus reflects for the 
library jobs the importance of the M.L.S. in this environment. 
Experience (EX)is measured in time units, from 0 to 3 months 
through 10 or more years. The majority of library jobs cluster in 
the ranges represented by three months to five years, while the 
computer jobs indicate somewhat higher experience requirements at 
the ranges two to nine years. 
Degree of Supervision Received (SR), as indicated earlier, is an 
autonomy measure. No jobs in either library or computing centers 
were assigned a 1, which represents the need for close supervision. 
The most frequent assignment was 4, indicating “General direction, 
working from broad goals and policies only. Incumbent participates 
heavily in setting the work objectives.” 
Analytical Skills (AS) measures the amount of complexity, 
nonstandardized work, and inductive thinking. The library jobs 
showed a greater variation across all point values, while computing 
jobs were more concentrated at the levels where “previously unsolved 
problems” (6)would routinely be encountered. 
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Financial Responsibility (FR) was measured on both level of 
responsibility (payment authorization/ budget preparation) and size 
of budget administered. Approximately half the staff in both libraries 
and computing centers had no financial responsibility, but varying 
degrees of such responsibility were spread more evenly among library 
jobs than among computer jobs. This variability is, of course, locally 
and institutionally driven, being influenced, for example, by policy 
as well as management styles. It should be noted, however, that, until 
it was pointed out by the principal investigator, some teams “forgot” 
that librarians who were responsible for selection and acquisition 
of materials had budgets for which they were responsible and 
accountable to the en tire campus community. 
Possible Impact of Actions (IA) ranged from “minimal” through 
“major.” While it is important to avoid reading into the data more 
than is present, i t  would seem that computer jobs were considered 
to have a much greater impact-86.6 percent ranged from 
“significant” to “major,” while 91.7 percent of library jobs ranged 
from “moderate” through “substantial.” 
Supervision Exercised (SE) was measured by the number of 
different functions supervised and by the complexity that the 
supervision entailed-i.e., how technical or nonstandardized. One- 
third of the library jobs had no supervisory role, but the remaining 
two-thirds were spread throughout the levels more completely than 
the computing jobs were, with both groups having peaks at value 
8-a moderately high degree. 
Human Resources Impact (HR) measures the degree of hiring 
and compensation authority, responsibility for performance 
appraisals, and staff development. Among the library jobs, 83.3 
percent had moderate to high responsibilities, particularly for 
interviewing and staff development and planning. Among the 
computing jobs, 100 percent of the jobs fell within this range. The 
absence of any jobs rated at the highest rating in either unit may 
be accounted for by the requirement at this level to coordinate human 
resources for more than one area. 
Internal Contacts (IC) was measured by level of contact (across 
area, department, school, or administrative unit) and nature of contact 
(routine to diplomatic/negotiative). This is an area where computing 
jobs were heavily represented at the high end of the scale, while 
the library jobs, although weighting at the high end, were spread 
more completely throughout the range. This does not contradict the 
high correlations found in both groups of jobs in this category- 
the correlations were formed through the aggregate of all computer 
jobs and all library jobs; the frequencies indicated here are showing 
the spread of individual jobs. 
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External Contacts (EC) indicate nature and level of contact with 
people outside the immediate campus area. There is more variability 
among the library jobs, but concentrations at those levels where 
contact and negotiation with vendors and information agencies might 
be expected. The computer jobs ratings are at levels that particularly 
stress problem resolution with service and product representatives. 
Physical Effort (PE) (lifting, climbing, moving heavy objects) 
as defined in the factor system had little implication for the purposes 
of this study and was not considered in further analysis. 
RANGES WEIGHTEDIN TOTAL PQINTS 
The point factor analysis method, through the weighting of 
factors, produces a weighted total of points that is used to determine 
compensation. Because the total weighted points are used in this 
way, they were not considered valid for the analyses presented so 
far. However, these totals are extremely helpful in showing the spread 
of points that contribute to the overall responsibility level rating 
and potential compensation range. 
The figure that follows and Table 4 compare library and 
computing jobs along the full range of total weighted points. In 
the figure, attention is focused on the interquartile (25 percent-75 
percent) range to control for the few library and computing jobs 
that had extremely high and low values. 
1400 1600 1800 2000 2200 2400 2600 2800 3000 3400 3600 
Figure 1. Distribution of total weighted points 
The total weighted points in the interquartile range are lower 
for the library jobs than for the computing jobs, and the shape of 
the distribution of points (right-skewed) reflects the greater number 
of library jobs factored at lower values. The distribution of computing 
job weighted points is very nearly bell-shaped. Expressed as a 
percentage, 77 percent of the library jobs are rated below the median 
rating of computing jobs. In salary dollars, 58 percent of the library 
jobs are below the computer jobs’ median salary of $27,702. Even 
though the point factor analysis formula used in examining these 
jobs does not consider the influence on salary of other factors such 
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as seniority, merit increases, or gender, when compared dollar for 
dollar, 42 percent of library salaries are still below the lowest 
computing salary. Among all the jobs in the study, the total factor 
points were 23 percent higher for the library group, but salaries were 
13 percent higher for the computing group. 
TABLE4 
INTERQUARTILE OF TOTAL POINTSRANGES WEIGHTED 
Site Smallest Q1 Median Q2 Largest 
Computing 1690 2186 2511 2819 3369 
Library 1462 1854 2277 2507 3569 
CONCLUSION 
The study discovered some missing factors for eventually 
understanding the impact of information technologies on jobs that 
are becoming increasingly similar. Some of these can be addressed 
immediately, others will take some arduous negotiation and vision- 
setting on a campus-by-campus and on a profession-by-profession 
basis. 
Among those factors immediately addressable are instructions 
on how to write job descriptions so that they are at least intra- 
institutionally, if not inter-institutionally, comparable. This may 
mean developing thesauri that standardize technical terms and 
personnel terminology in a relational manner. Ideally they should 
catch the finer nuances of what a job is really all about, along with 
the impact of the results of the job. Needless to say, parameters for 
preparing job descriptions should be easier to use and allow less 
ambiguity than the more prescriptive glossaries of terms. 
Dialogue must begin that leads to closer coordination of 
objectives, function, and work done by the various information 
partners on campus. At one of the institutions in this study, the 
library and computing center had jointly developed a clear 
understanding of their respective roles in most intersecting areas, 
recognizing, for example, who had responsibility for the acquisition, 
organization, delivery, and provision of user instruction for the 
institution’s array of software and hardware. The fact that this kind 
of cooperative and openly recognized sharing of responsibilities was 
not in place elsewhere indicated that there is need for a greater human 
emulation of the behavior of information-viz. to move over between 
and through departmental and administrative barriers. 
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And certainly, based even on the small sample of sixty-three jobs 
in this study, rationalized salary and benefit policies between 
librarians and computing specialists must be developed that precede 
and not follow the introduction of the “informated” work 
environment. 
Some deficiencies were found in the study itself. For any 
additional in-depth analysis, a much finer analytical measure should 
be developed, one that would probe beyond those factors that 
contribute most heavily to compensation analysis. There was no 
control built into the study for the effects of seniority, type of 
institution, gender, merit/promotional increases within a job 
category, nor for market forces such as geographic location, cost of 
living differentials, faculty status, or unionization. These elements 
were purposely not included. The complexity of analysis introduced 
would have been inappropriate in a study which sought only to 
demonstrate sufficient strength of relationship in the “generic” 
content of each job in order to substantiate the observed trend of 
job similarity and to generate questions for further research. 
One of the heuristic values of this study is the emphasis it places 
on the central importance of human resource planning in the 
“informated” organization. It is hoped that further work will be 
done on developing a set of factors for job analysis that will be 
negotiated to fi t  the overall information vision within each 
institution. The definitions of factors say a great deal about the values 
of the organization and should be looked upon as a powerful and 
influential force for change. 
Compensable factors also establish sets of relationships between 
people, values, and processes. For this reason, organizational context 
remains a central concern. The CIO is one variation in organizational 
structure, but as experimentation with other new less hierarchical 
and departmentalized forms takes place, internal job structures will 
need to be reexamined accordingly. It seems certain that more of 
a future issues orientation will be required as was suggested by 
Schneider and Konz (1989). This will place greater emphasis on 
information technologies planning and, more importantly, in valuing 
(and building systems that can evaluate) the outcomes of human effort 
at work rather than just events or tasks. 
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APPENDIXA 
JOB EVALUATION FACTORS 
1. 	 Knowledge (KN).Measures seven degrees of knowledge, from basic 
knowledge of work processes, methods or equipment through 
a deep and comprehensive knowledge of what would normally 
be acquired through a formal doctoral level education or training 
in a recognized field of specialization that is directly related to 
the type of work being done. 
2. 	Experience (EX). Seven degrees needed as the minimum to 
perform a job that ranges from no experience on up to three 
months experience required through to ten years or more. 
3. 	Supervision received (SR). The degree of supervision received 
is measured by five degrees that begin with close supervision 
being needed for simple routine duties to ensure completion to 
a level where only policy direction is given and the incumbent 
sets virtually all goals and objectives. 
4. 	Analytical skills (AS). Seven degrees define the extent to which 
work is routine, repetitive, and simple or broad in scope and 
covering several functional areas. 
5. 	Financial responsibility (FR). Was defined on a grid of seven 
levels of responsibility and three levels of budget volume and 
allowed for up to 48 raw points to be assigned. 
6. 	Impact of action (IA). This factor defined six degrees from 
minimal (where actions are limited to routine functions and 
impact is minimal) to major. The upper end of a job would have 
major responsibility for actions which of ten affect more than 
one division and sometimes the entire organization. Errors at 
this level would incur major problems and could affect long- 
term organizational performance. 
7. 	Supervision exercised (SE). Diversity and complexity were 
measured against a grid that allowed for up to forty points for 
various permutations in this factor. Diversity addressed how many 
functions the job supervised and the complex nature of the work 
being supervised. 
8. 	Human resources impact (HR). Six degrees measured the scope 
of human resources impact that a job had ranging from no 
responsibility to the coordination of the management of more 
than one area including responsibilities such as long-range 
human resource planning. 
9. Internal contacts (IC). Four levels of contact within the institution 
(from within the immediate work area to across schools or 
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divisions) were combined with the four degrees that measured 
the nature on a 40 point scale with the lowest contacts being 
routine exchange of information and the highest being diplomatic 
and persuasive kinds of interactions about complex matters. 
10. 	External contacts (EC). A grid of four levels of contact, from 
almost none to high level contacts with prominent people, was 
combined with four degrees to allow a range of up to 21 raw 
points to measure the nature of the contacts similar to those in 
the IC factor. 
11. 	 Physical effort (PE). Six degrees measured the amount of physical 
effort required to perform a job. The degrees ranged from largely 
sedentary to near-continuous physical activity-i.e., lifting heavy 
objects and climbing. 
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The Changing Role of the Middle Manager 
in Research Libraries 
MAUREENSULLIVAN 
ABSTRACT 
THEEXTENSIVE IMPLEMENTATION of technology in the workplace, 
recent efforts to reduce levels of hierarchy, the need to reduce the 
number of positions in many organizations, and the introduction 
of self-managing work groups have led to speculation that the middle 
manager will disappear. This article disputes this prediction and, 
instead, proposes that the role is undergoing a transformation. The 
author draws on her experience in conducting the Library 
Management Skills Institutes offered by the Association of Research 
Libraries’ Office of Management Services to describe the new role 
and responsibilities of the middle manager in research libraries. The 
article concludes with a list of the skills and abilities that will be 
critical for the effective middle manager in the future. 
INTRODUCTION 
One predicted outcome of the application of information 
technology is the disappearance of middle managers in organizations. 
Recent efforts to downsize, rightsize, reframe, or restructure 
organizations to manage with fewer staff resources and reduce the 
number of levels in the organizational hierarchy have reinforced the 
notion that the middle management level will cease to exist in the 
next decade. The experience of some organizations that have 
implemented self-managing or self-directed work groups also has 
caused further warnings about the potential elimination of the middle 
manager in the organization of the future. This is not likely to happen 
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in most organizations, especially in  research libraries. T h e  
organizational changes now underway indicate the need for 
transformation of the middle manager’s role rather than its 
disappearance. 
THEMIDDLEMANAGERSROLE 
In 1989, the Harvard Business Review reprinted the article, 
“General Managers in the Middle,” written by Hugo Uyterhoeven 
(1972). The article, which provides an apt description of the middle 
manager’s role and its difficulties almost twenty years after its original 
publication, reveals that the work of today’s middle manager in 
research libraries still has many of the characteristics identified by 
Uy terhoeven. 
Accomplishing Goals by Managing Relationships 
Department heads in research libraries accomplish a great deal 
of their work by “managing relationships.” Managing relationships 
at this level requires attention to three critical sets of people identified 
by Uyterhoeven: (1) staff reporting to the manager, (2) colleagues 
or other peers in the library, and (3) senior management. In addition, 
many middle managers in libraries have a set of external relationships 
to manage. Faculty, students, scholars, university administrators, 
donors, vendors, and professional colleagues in other libraries are 
some examples of these external relationships. These relationships 
form a complex network with various requirements for com-
munication, time spent, and needs to be met. Expectations vary and 
sometimes are in conflict. 
Functioning as “Playing Coach” 
Middle managers in research libraries continue to carry out the 
traditional functions of managers and also perform some of the work 
of the unit for which they are responsible. Uyterhoeven describes 
the “playing-coach” job as one in which the manager is both a 
delegator and a doer, a strategist and an operator, and a long-range 
planner as well as an immediate implementer. The middle manager 
needs to operate both in the arena of senior management (the coaches) 
and that of the staff (the players). He or she needs the knowledge 
and skills to function effectively with both groups and the flexibility 
to shift from one to the other. 
Responsibility for Translating Goals into Action 
As more research libraries engage in strategic planning, more 
department heads find they are required to help implement the overall 
goals of the library by formulating specific goals and objectives for 
their own departments. This process of translating goals into action 
to achieve results requires communication, interpretation, and 
SULLIVAN/ROLE OF THE MIDDLE MANAGER 271 
explanation. The department head plays a critical role in developing 
staff commitment to the overall goals of the library. He or she also 
must ensure that departmental and individual performance goals are 
congruent with those of the library as a whole. 
Importance of Responsibility and Authority 
Historically, administrators in research libraries have delegated 
a great deal of responsibility to department heads. Often, however, 
this responsibility has not been accompanied by the requisite 
authority. Uyterhoeven (1972)describes this “responsibility-authority 
discrepancy” as an “inevitable fact of life” (p,140).While many middle 
managers in research libraries have accepted this imbalance, they 
remain frustrated by its consequences and their lack of skill in dealing 
with the results. Operating with more responsibility and limited 
authority means that decisions may be subject to change by senior 
management, staff may be successful in  persuading senior 
management to overturn decisions, and interdepartmental 
competition and conflict arise. As a result, some department heads 
become reluctant to make decisions or to act. 
Uyterhoeven’s article contains a “retrospective commentary.” In 
this commentary, he notes several changes that he has observed in 
the intervening period. He too does not foresee the demise of the 
role. He recognizes that the “difficulty of the job of the manager 
in the middle has increased,” the “gap between the characteristics 
of the ‘top’ and the ‘middle level’ general management jobs has 
widened,” and “consensus management has become essential” (p. 
141). Uyterhoeven’s general observations certainly hold true for the 
majority of middle managers who work in research libraries. 
Kanter (1989) has observed and described the developments and 
changes in the manager’s role and responsibilities for the past fifteen 
years. In her description of the “new managerial work” in the 
“postentrepreneurial” organization, she identifies five “elements” of 
posten trepreneurial organizations: 
1. 	 There are a greater number and variety of channels for taking action 
and exerting influence. 
2. 	Relationships of influence are shifting from the vertical to the 
horizontal, from chain of command to peer networks. 
3. 	The distinction between managers and those managed is diminishing, 
especially in terms of information, control over assignments, and access 
to external relationships. 
4. 	 External relationships are increasingly important as sources of internal 
power and influence, even of career development. 
5.  	As a result of the first four changes, career development has become 
less intelligible, but also less circumscribed. There are fewer assured 
routes to success, which produces anxiety. At the same time, career 
paths are more open to innovation, which produces opportunity. (p. 88) 
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The research library may not be seen easily as a “postentre- 
preneurial” organization but i t  is. Kanter applies the term to a set 
of “emerging practices ...that involve the application of entre-
preneurial creativity and flexibility to established businesses” (p. 85). 
Substitute organization or research library for “business” and the 
description fits. Managerial work in today’s research library contains 
each of the five elements. 
Most research libraries today are organized as multilevel 
hierarchies with corresponding multiple levels of supervision. Most 
first level supervisors and a number of middle managers perform 
some of the work of the unit for which they are responsible. Many 
of these supervisors and managers were selected for their positions 
because of their functional expertise, not because of a proven ability 
to supervise or manage. The middle manager is typically at the 
department head level and reports to an assistant, associate, or deputy 
librarian. As a department head, the middle manager is responsible 
for a major unit and function but frequently does not have direct 
control over the resources necessary for managing the unit. He or 
she may or may not have complete authority to select staff, exercise 
discipline, plan and organize the work of the unit, and determine 
the most effective way to operate on a day-to-day basis. The 
department head in today’s research library seldom has full control 
over the expenditure of the budget for the department, the freedom 
to hire staff as needed, or the ability to reorganize the department. 
The extensive use of integrated information systems has 
significantly changed the work performed and the way it is 
accomplished in research libraries. Many more support staff perform 
computer-mediated work which requires more abstract thinking and 
judgment at the computer terminal. This work presents more 
problems that must be solved immediately at the terminal by the 
individual, with limited opportunity for consultation or direction 
from the manager. Library managers have less direct knowledge of 
the work they supervise and rely more on staff doing this work to 
solve problems on the spot. There is little time to refer all problems 
arising from this work to the manager for decisions, nor is the manager 
able to make these decisions. Frequently it is the staff performing 
this work who have the necessary information and more relevant 
experience for problem solving. Staff act as resources for each other 
and often train each other to perform new work assignments. As 
the manager’s role shifts from one of direction and control to one 
of guidance and coordination, the role of staff shifts from that of 
subordinate to a partner or participant in the accomplishment of 
work and the achievement of organizational goals. 
The staff now working in these libraries are interested in making 
a contribution beyond the performance of their individual jobs. Many 
bring knowledge, skills, and abilities beyond what is required and 
want to make a career of their work in libraries. Some who work 
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at the senior levels of technical or paraprofessional levels challenge 
the distinction made between the librarian’s work and what they 
are doing. 
In many libraries, the support staff is more culturally diverse 
than the professional staff and managerial staff. Often the middle 
manager supervises staff who are older, more experienced, and more 
knowledgeable. In some cases, the staff supervised are better educated 
as well. Staff expect job satisfaction, and, for many, a key component 
of this satisfaction is the opportunity to do work that is significant 
and that makes an important contribution to the library. 
THENEWROLEFOR THE MIDDLEMANAGER 
Kanter (1989) describes a model of the “new managerial work” 
that: 
consists of looking outside a defined area of responsibility to sense 
opportunities and of forming project teams drawn from any relevant 
sphere to address them. It  involves communication and collaboration 
across functions, across divisions, and across companies whose activities 
and resources overlap. Thus rank, title, or official charter will be less 
important factors in the success of the new managerial work than having 
the knowledge, skills, and sensitivity to mobilize people and motivate 
them to do their best. (p. 92) 
These have emerged as the key factors for the successful manager 
in today’s libraries. 
Evidence of the changes in the middle manager’s role in libraries 
and the skills required for effective performance in this new role 
can be found in the experience of the Library Management Skills 
Institutes. The Association of Research Libraries’ Office of 
Management Services (ARL/OMS) established its organizational 
training and staff development program in 1975. The foundation 
of this program has been the Library Management Skills Institute, 
which has been attended by more than 2,000library managers. The 
needs, interests, and capabilities of these managers have changed over 
the years. 
A decade ago, most participants in the Library Management 
Skills Institute were at the department head or higher level and tended 
to work in public services departments. For many, their management 
responsibilities were secondary to the professional work they 
performed. Often the individual was appointed to the management 
position based on competence in the performance of responsibilities 
as a reference librarian, a cataloger, or an archivist and not because 
he or she possessed the skills and abilities required to be a successful 
manager. In fact, in some cases these managers resented their 
“management” responsibilities and the time it took away from the 
performance of their “real” responsibilities. The decision to assume 
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management responsibility was based on a desire to advance and 
earn a higher salary, not an interest in the work itself. 
Recent participants in the Library Management Skills Institute 
come from all areas of the library organization. They usually have 
chosen to be managers in their libraries because it  was something 
they wanted to do and they believe they are successful in their work. 
A large percentage work in technical services. Managers who are 
not librarians are greater in number. Often support staff who are 
supervisors attend and the other participants are not aware of this. 
Most participants like the challenges posed by supervising a staff 
who want to participate and contribute. They demonstrate the energy 
and stamina necessary to manage in a changing environment. Many 
have read about management and supervision. Some have completed 
course work or earned degrees in management or human resource 
development. 
A critical difference between current participants and those of 
ten or more years ago is that today’s manager has chosen the work 
because it  was what he or she wanted to do. Each tends to have 
a strong desire to be the best manager possible and an abiding interest 
in their own development and that of their staff. 
A key issue that has emerged during the discussions in these 
institutes in the past year is the need to be more effective in influencing 
those at higher levels in the library. This is described broadly to 
include assistant or associate directors, personnel administrators, 
budget and finance officers, the library director, as well as the 
manager’s immediate supervisor. The purpose behind this desire is 
to persuade the more senior managers of the necessity to respond 
to changing needs, to provide information about day-to-day 
operations and the problems that occur, to have better working 
relationships with senior management, and to be more effective 
themselves as they integrate library goals and plans with the work 
of their department. They seem to have a desire to become the more 
effective “junior partner” as described by Cohen and Bradford (1990, 
p. 252) in Influence without Authority. 
The emerging role of the effective middle manager in academic 
libraries is one that involves being a n  innovator or “idea 
entrepreneur” (Kanter, 1982), a developer (Bradford & Cohen, 1984), 
a team leader (Zenger, 1991), a coach who operates within an 
“acknowledge-create-empower” paradigm (Evered & Selman, 1989), 
as well as a “SuperLeader” (Manz & Sims, 1989) who “leads others 
to lead themselves.” Each of these models offers a useful framework 
for understanding how to be effective in the new role. Together they 
present a model for the middle manager to follow. 
Kanter (1986) has done a considerable amount of research and 
writing about the changing role of the middle manager in 
organizations in the United States. A particular theme in her work 
during the past ten years has been the shift from the traditional 
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role of an “approver or message carrier” to one as an innovator or 
“idea entrepreneur” (p. 19). The successful manager continually seeks 
to improve work structures, processes, and performance. Creative 
thinking and skills in problem solving are critical. 
The Manager-as-Developer model was created by Bradford and 
Cohen (1984) from their study of leaders who had achieved excellence. 
The distinguishing characteristic of these leaders was their belief in 
sharing responsibility and control with subordinates. “At the same 
time that the manager works to develop management responsibility 
in subordinates, he or she must help develop the subordinates abilities 
to share management of the unit’s performance” (pp. 60-61). 
Acting on this belief, “tapping subordinate talents, exciting them 
about mission, and building effective teams” (Bradford & Cohen, 1984, 
p. 60) are the core behaviors of the manager. This model recognizes 
that a critical responsibility of the manager is to develop the skills 
and abilities of the staff and that this development will take time. 
The manager leads a team that develops as individual members learn 
to perform their work and establish effective working relationships, 
become committed to the goals of the library, assume self-
responsibility for performance, and work to achieve their potential. 
The importance of staff involvement in problem solving and 
decision making and the need to do much of this work in groups 
has led to the formation of work groups, self-managing teams, semi- 
autonomous teams, clusters, even “swat teams” in libraries. In many 
cases, these groups have been given tasks and responsibilities formerly 
assigned to managers. As a result, the manager becomes a group 
or team leader. 
In a recent article, Zenger et al. (1991) discuss their views on 
how the manager’s role is changing and suggest a model for a “new 
kind of team leader” (p. 48). Zenger is the president of Zenger-Miller, 
an international training and consulting firm. The firm’s leadership 
training program has been implemented in several universities. 
This new team leader has the traditional skills expected of an 
effective manager. For today’s workplace, he or she also is an innovator, 
as suggested by Kanter, and a developer, described by Bradford and 
Cohen. Zenger et al. add still another layer-the set of behaviors 
and skills needed to build and maintain a team environment. This 
third set recognizes the extensive use of groups in many organizations. 
The five skills for the team leader are: (1) developing self- 
motivated staff who set their own goals and evaluate their own efforts; 
(2) helping diverse people to generate and implement their own best 
ideas; (3) building teams that manage more of their own day-to-day 
work; (4) championing cross-functional efforts to improve quality, 
service, and productivity; and ( 5 )  anticipating, initiating, and 
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responding to changes dictated by forces outside the organization 
(Zenger et al., 1991, p. 48). 
Evered and Selman (1989) argue for a new leadership paradigm- 
i.e, the “acknowledge-aeate-empower”philosophy as opposed to the 
traditional managerial philosophy which they describe as the 
“control-order-prescriptive” paradigm (p. 18). They recognize that 
the transition to a new leadership model will not be easy for many 
managers and suggest that the role of the manager as a coach is 
the most appropriate approach. Sullivan (1991) discusses the role of 
library managers in this model and suggests responsibilities and 
strategies for the empowerment of staff. 
The “SuperLeader” is another model of leadership that represents 
a shift toward empowerment of staff. At the heart of this model is 
the belief that effective staff performance results from optimizing 
staff potential. The SuperLeader facilitates “self-leadership” among 
the staff by helping them achieve their best performance. The 
SuperLeader encourages self-responsibility for performance and 
works to create an atmosphere of productivity (Mans & Sims, 1989, 
pp. 4-5). 
The library manager of the future clearly needs to be one who 
focuses on people and their needs, accomplishes more work with 
fewer resources, adapts to an ever-changing set of demands, exercises 
innovation, and leads teams by empowering team members. The role 
is demanding and challenging. It requires a tolerance for ambiguity, 
an orientation toward change and belief in the value of change in 
organizations, and a willingness to be flexible but firm in one’s 
convictions. 
The role of the middle manager is changing, but some aspects 
of the traditional manager will remain. The number of levels of the 
hierarchy in research libraries may indeed be reduced, but some levels 
nonetheless will remain. They are necessary for the effective 
organization of work, for the leadership of those who perform that 
work, and for accountability for performance. The manager, however, 
is likely to continue to be “in the middle” between staff and senior 
administrators. 
Role may be defined as the combination of functions performed 
and the behavioral style one uses in carrying out those functions. 
In his landmark study of managerial work, Mintzberg (1975) identified 
ten roles or “organized sets of behaviors identified with a position” 
within three general categories: (1) interpersonal roles of leader, 
liaison, and figurehead; (2) informational roles of monitor, 
disseminator, and spokesperson; and (3) decisional roles of 
entrepreneur, disturbance handler, resource allocator, and negotiator 
(pp. 54-58). Discussions with participants in the Management Skills 
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Institutes reveal that this model continues to fit as a description for 
their work. What has changed is the way in which the roles are 
carried out. The managerial or leadership style has shifted from one 
of telling staff what to do and how to do i t  (control) to one of creating 
the work environment in which staff are motivated to perform 
(empowerment). 
The manager is now more of a gatekeeper or network facilitator 
of information rather than the source of information for staff. Instead 
of giving information directly to staff, the manager now ensures that 
staff know how and where to obtain the information they need. Staff 
are encouraged and expected to get the information they need when 
they need i t  without intervention from the supervisor. 
The manager involves staff in performance planning by focusing 
on the setting of performance goals and objectives that inspire staff 
to achieve their highest potential. Evaluation remains a key 
component of the performance review process, but it is only a starting 
point for the next cycle of planning rather than the chief objective. 
Rather than making most of the decisions within the work unit 
or department, the effective library manager now acts more as a 
facilitator for decision making in the department. The manager helps 
provide a structure for solving problems and assures that the 
appropriate staff are involved. The problems encountered by library 
staff are becoming increasingly complex and often require the 
involvement of several staff. 
REQUIREDSKILLSAND ABILITIES 
To be effective as a middle manager requires specific skills and 
abilities. The foundation for these skills and abilities is a philosophy 
that values staff at all levels for their competence and contribution 
and recognizes that each person continues to grow and develop. 
Among the assumptions included in this philosophy of management 
are: 
0 All staff members, regardless of the positions they hold, are valuable 
members of the organization and should be encouraged to perform 
to their potential and should be recognized for their particular 
contributions. 
Today’s research library is an environment of continual change 
in which both problems and opportunities abound. Therefore, high 
performance is expected of everyone. 
0 	Staff are committed to their work, to the larger purpose of the 
library, and to the goals of this profession. 
The best environment for effective performance in a time of 
considerable change is one in which learning and development 
are acknowledged to be both ongoing and important. Continuous 
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improvement is expected and understood to include identification 
of problems and learning from mistakes. 
The effective manager is one who has a high degree of self- 
awareness; understands the needs, strengths, weaknesses, and 
potential of each staff member; and attends to their own 
development as well as that of the staff. 
Individual job satisfaction occurs when staff perform work that 
matches their interests and abilities. 
In the future, the middle manager in research libraries will need 
a broad set of skills and abilities. Few managers in today’s research 
libraries have all these abilities and skills. Following the philosophy 
suggested by the Manager-as-Developer model, the following list 
might be viewed as a blueprint for the development of middle 
managers in research libraries: 
1. 	 Foresight-ie., the ability to envision the future and to think 
for the long term as well as the present. Middle managers will 
have an important role in monitoring the external environment, 
identifying trends and changes that will affect the library, and 
making changes to internal systems to assure effective 
performance. The ability to anticipate changes in work and in 
staff needs will be important as will the ability to organize the 
work to allow flexibility so that changes can be made as needed. 
2. 	The ability to  imagine new realities and share them wi th  staff 
to develop a shared vision of the future. Setting direction and 
helping staff to see their work and the problems they encounter 
as part of the larger library system is critical to the staff’s ability 
to solve complex problems and to keep pace with change. 
3. 	A focus o n  quality service and continuous improvement. This 
focus is the hallmark of Total Quality Management (TQM) 
programs. Some research libraries (e.g., Harvard College, 
Michigan, and the University of Minnesota) have begun to 
implement TQM. A number of others have started service 
improvement programs. 
4. 	A n  ability to project consequences of action and to  assess the 
risks in decision making. 
5 .  	Actively seeking information from a variety of sources within 
the library, an the university community, and beyond. Managers 
also will need to be skilled in assessing who needs to know what 
and selecting the most effective and efficient means to 
communicate that information. 
6. 	Establishing working relationshifis based on trust and mutual 
resfiect.This requires honest and open communication, consistent 
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behavior, and a willingness to be influenced as well as to exercise 
influence. 
7. 	 Persistence and perserverance are two traits of Kanter’s “change 
master.” 
8. A n  understanding of organizational values and their relationship 
to  the core mission of the library. 
9. Communicat ing values t o  staff so that they can see their 
relationship to  the work performed and develop their o w n  
Commitment to  those values. 
10. Behaving in ways that are congruent w i t h  personal values and 
the espoused values of the library. Authentic behavior is critically 
important to the development of working relationships that are 
based on trust. 
11. A willingness t o  challenge behavior that is inconsistent w i t h  
organizational values or norms and performance expectations. 
This requires a commitment to providing honest feedback to staff 
that is specific and delivered in a way that conveys support for 
the person but also provides a clear expectation that the person 
will act to correct the problem. 
12. An understanding of the political environment, both within the 
library and externally, and the ability to interact effectively with 
“key players.” 
13. A will ingness to share power by creating meaningful op-
portunities for staff involvement in problem solving, decision 
making,  and planning. This involvement is critical to the 
development of staff commitment. It is also very important to 
library performance because the staff doing the work usually 
have the best information. 
14. Nurturing the development of others. Helping staff to solve 
problems by engaging them in a process in which the manager 
is a helper, not the problem solver, thereby encouraging staff 
to be accountable and to assume the responsibility for solving 
their own problems. 
15. 	 Taking an active interest in the career development of staff. 
Managers must see the staff member as a component of the library 
organization as well as the incumbent of a particular position. 
16. Zdentifying the special abilities and potential in each person. 
Accepting others for who they are, valuing differences, and 
promoting diversity among the staff are important components 
of this. 
17. 	Strong self-awareness and knowledge. Managers are role models 
for staff. An accurate self concept and an understanding of 
strengths and weaknesses are important. 
While individual managers must do all they can to develop 
necessary skills and abilities, senior administrators in today’s research 
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libraries have an important responsibility to prepare current and 
future middle managers. In addition to providing support to attend 
management training programs, administrators should take an active 
role in helping the managers to learn from their day-to-day experience 
in the library. Frequent discussions should be held about situations 
and problems encountered by the manager in which the administrator 
not only listens but also guides the manager to identify what he 
or she has learned from each critical experience. When these 
discussions assume the character of a coaching session, as described 
by Evered and Selman (1989), the administrator is attending to the 
developmental needs of the manager in the way the manager is 
expected to do so for staff. 
Administrators, other than the one to whom the manager reports, 
can assist in this developmental process by spending time with the 
manager, sharing experiences, discussing problems, exploring some 
of the broader issues in the library or the profession, and identifying 
opportunities for growth and development. Some of these rela- 
tionships may develop to a point where the administrator is a mentor 
to the manager, thereby further enriching the learning experience 
for the manager in the library. 
Managers need a variety of experiences in their libraries, in their 
universities, in librarianship, and in higher education. Cross-
departmental projects, staff exchange programs, internships in other 
university departments, fellowships like those offered by the American 
Council on Education and the Council on Library Resources’ 
Academic Library Management Intern Program are some examples. 
Opportunities to work in different environments, to work outside 
of one’s area of expertise, to associate with different colleagues, and 
to stretch beyond one’s capabilities offer a significant chance for the 
middle manager to grow and develop. 
The research library community would benefit from the creation 
of an institute for leadership education to prepare current and future 
managers. The curriculum should be designed around the philosophy 
and list of skills and abilities described earlier. Creation of such an 
institute would offer an opportunity for collaboration among research 
library administrators, library educators, and specialists in leadership 
development and management training. 
The future for the middle manager in research libraries is one 
of uncertainty, change, and ambiguity. The demands and often 
conflicting expectations of staff and administrators will continue. 
The restructuring now underway in some research libraries may mean 
that some libraries will have fewer middle management positions 
in the future than they have today, but i t  will not result in the 
disappearance of this level. The skills and abilities required to be 
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effective with the current and future work force and to manage in 
what promises to be an ever-changing and increasingly complex work 
environment indicate that the position will be as demanding as ever. 
For those who enjoy the challenge of working with people, solving 
new problems, facilitating change, and influencing the future, the 
role offers opportunity, excitement, and satisfaction. The middle 
manager in the research library of the future will play a critical role 
in assuring effective performance by doing precisely what the term 
suggests: managing in the middle by integrating the needs, interests, 
and goals of senior management with those of staff. 
REFERENCES 
Bradford, D. L., & Cohen, A. R. (1984). Managing for excellence: The guide to 
developing high performance in contemporary organizations. New York: John 
Wiley & Sons. 
Cohen, A. R., & Bradford, D. L. (1990). Znfluence without authority. New York: John 
Wiley & Sons. 
Evered, R. D., & Selman, J. C. (1989). Coaching and the art of management. 
Organiultional Dynamics, ld(Autumn), 16-32. 
Kanter, R. M. (1982). The middle manager as innovator. Harvard Business Review, 
6l(July-Aug~st), 95-105. 
Kanter, R. M. (1986). The reshaping of middle management. Management Review, 
(January), 19-20. 
Kanter, R. M. (1989). The new managerial work. Harvard Business Review, 
67(November-December), 85-92. 
Mans, C.  C.,  & Sims, H. P., Jr. (1989). SuperLeadership: Leading others to lead 
themselves. New York: Prentice Hall. 
Mintzberg, H. (1975). The manager’s job: Folklore and fact. Harvard Business Review, 
53(July-August), 49-61. 
Sullivan, M. E. (1991). A new leadership paradigm: Empowering library staff and 
improving performance. In K. Hendrickson (Ed.), Creative planning for library 
administration (Vol. 14, pp. 73-85). Binghamton, NY: The Haworth Press. 
Uyterhoeven, H. (1989). General managers in the middle. Harvard Business Review, 
67(September-October), 136-145. 
Approaches to Developing Competencies 
in Research Libraries 
THOMASW. SHAUGHNESSY 
ABSTRACT 
THISARTICLE REVIEWS the competencies needed by librarians in view 
of the significant changes that are occurring within the research 
library environment. It then discusses some of the methods employed 
by research libraries to improve librarians’ performance and 
effectiveness and gives particular attention to internships as a proven 
approach to staff development. Among the factors that place staff 
development high on the library’s agenda are current emphases on 
quality and improved library services. 
INTRODUCTION 
No collection of articles on managing human resources in 
research libraries would be complete without a discussion of staff 
development. This has become a newsworthy subject in recent years 
as numerous articles appearing in newspapers and business journals 
have described the growing investments that corporations are making 
in staff training and development. Some have estimated corporate 
expenditures in this area at more than $30 billion annually (Rosow 
& Zager, 1988, p. 25). 
The library profession’s interest in staff development parallels 
the interest found in other professions and throughout higher 
education. As the mandatory retirement age for faculty has been lifted, 
many universities have sought-and in some cases created-programs 
to enable faculty to update their subject knowledge, to explore 
interdisciplinary linkages, and to learn new teaching methods. In 
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past eras of mandatory retirement, many of these individuals would 
have probably been left to spend their remaining years in positions 
of far less consequence than is now the case. 
Staff development and in-service training are, of course, activities 
that have a very long history within the library profession. Prior 
to the wide recognition of library science as a legitimate field of 
study, many librarians were trained and educated on the job. Indeed, 
a few of the training programs based in large urban public libraries 
became the bases of programs which were subsequently taught in 
library schools. 
It should also be acknowledged that, for many years, library 
schools have attempted to meet the continuing education needs of 
the profession. Most schools offer short courses and workshops for 
practitioners, and some offer advanced certificate and even doctoral 
programs. The latter, however, are not practice oriented and, therefore, 
are not within the purview of this article. 
Beyond the continuing education opportunities provided by 
library schools are a variety of programs offered by professional 
associations (e.g., the American Library Association [ALA], Special 
Libraries Association, Medical Library Association, and Association 
of Research Libraries [ARL]) and by corporations and consulting 
firms. Many of the field’s major vendors now offer workshops for 
library staff. Several of these are provided for continuing education 
credits (CEUs). Preconference workshops, particularly those 
scheduled in relation to ALA and Association of College and Research 
Libraries meetings, have also become popular in recent years. 
Strong interest in staff development and in-service training is 
also being reflected within the structure of some of the larger libraries. 
In many cases, library personnel officers now have the added 
responsibilities for training and staff development. In a few instances, 
additional professional staff have been hired for this purpose (Jurow 
& Webster, 1990, p. 143). Much of this activity has been fueled by 
the so-called technological imperative which seems to be driving 
librarianship and information science. The changes that have 
occurred and are occurring with respect to information technology 
are so dramatic and so rapid that many librarians and support staff 
are truly suffering from future shock. These individuals must have 
methods available through which they can first restore feelings of 
security and confidence and, second, discover ways by which they 
can become masters of at least a portion of the technologies available 
in research-oriented universities. Libraries that have invested in 
establishing such training and development programs are in a 
position to “grow their own” experts in the technology area, just 
as they are doing with respect to preservation. In fact, the success 
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of research libraries in developing, over a relatively short period of 
time, staff expertise in paper preservation attests to the effectiveness 
of library-based training and staff development. 
A distinction needs to be made, however, between training and 
professional development. There is considerable evidence that both 
library schools and libraries are good at doing the former, but the 
evidence of success is not as clear with respect to the latter. Most 
librarians come into research library positions equipped with a variety 
of important skills, with a commitment to certain professional values, 
with some understanding of the role of libraries within the university, 
and a more or less strong service orientation. One’s first professional 
position in a research library (and possibly the librarian’s second 
or third position) certainly provides the opportunity to sharpen one’s 
skills because these are typically exercised in the daily performance 
of one’s responsibilities. But it is not clear whether commensurate 
development occurs with respect to value clarification, a stronger 
service orientation, greater insight into the political context in which 
the library operates on campus, or a keener understanding of the 
nature of information and its importance to the university community. 
To phrase the question differently, one might ask how should research 
libraries provide comparable opportunities for professional 
development with respect to competencies and abilities which are 
not task oriented? How can we help our librarians become ‘‘assertive 
risk-takers and synthesizers ..., able to function in an atmosphere of 
ambiguity and change”( Woodsworth & Lester, 1991, p. 207)? 
How can we guarantee that all of our librarians are informed about 
the issues of the information age-the structures for publication and 
distribution, information economics, government information policy, 
direct and indirect constraints on access to information, and the influence 
of information technologies? (A Statement from the Research Library 
Committee, 1990) 
Research libraries have attempted to address such questions 
through a variety of strategies and programs. These include sabbatical 
leave programs, professional development leaves, release time (with 
or without travel funds) to attend conferences and workshops, 
regularly scheduled in-house seminars, visiting consultant and 
lectureship programs, and internships. In addition, programs for staff 
exchange, job rotation, and mentoring might also be included under 
the rubric of human resource development. Of course, no one of these 
initiatives would be sufficient to solve the professional development 
riddle, but most library administrators might agree that, in 
combination, these activities lead to a more informed and 
professionally competent staff. If this objective is, in fact, achieved 
in libraries, i t  is achieved more by accident than by design. Sheila 
Creth (1990) stated in a recent article that if she were conducting 
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a performance evaluation for the library profession in staff 
development, she would give a grade of C minus, “with many libraries 
deserving a failing grade and a very few deserving an A ’  (p. 131). 
Among the criticisms that could be leveled at professional 
development programs in research libraries are, first, their general 
lack of focus. It is assumed that, in offering a smorgasbord of staff 
development opportunities, staff development occurs. While there 
is considerable evidence that conference and workshop attendance 
promotes networking and the formation of interest groups, it is 
questionable whether the new knowledge and ideas gained at these 
sessions are imported into the library organization and contribute 
to desired organizational change. Second, there is even less evidence 
that staff who attend workshops (such as those sponsored by the 
Office of Management Services of ARL) become inspired and 
energized and are able to put these new ideas into practice upon 
their return to the real world of research librarianship. The results 
in these cases are similar to those experienced by individuals who 
take a very intensive foreign language course but who then have 
little opportunity to practice what they have learned: their fluency 
quickly degenerates and eventually is entirely lost. 
RATIONALEFOR STAFF DEVELOPMENT 
The rationale for professional staff development programs in 
libraries lies in the very nature of a profession. To the extent that 
all professions are based on a body of knowledge and research findings, 
the fact that this knowledge base is continuously expanding requires 
that organizations and individual practitioners seek ways of mastering 
this knowledge and applying it. Not to do so will eventually lead 
to professional obsolescence. According to Rosie Albritton (1990): 
“In order to function effectively as a professional, one must have 
continuing learning experiences to reinforce his or her formal 
education” (p. 238). 
Betty Stone (1986) included under the rubric of continuing library 
education all learning activities, formal as well as informal, which 
individuals undertake to upgrade their knowledge, competencies, 
attitudes, and understanding to improve their performance as 
librarians and to enrich their careers. “Professional staff de-
velopment” however, suggests a more focused approach, one that 
is bounded by the organizational context in which one finds oneself. 
It is much more directly tied, for example, to the organization’s 
corporate strategy for dealing with change. This is a critical issue 
for research libraries in which large proportions of professional staff 
are tenured or hold continuous appointments and where staff turnover 
is limited. In these cases, it is difficult to import staff with new skills 
286 LIBRARY TRENDWFALL 1992 
and expertise. The so-called “graying of university faculty” is a 
university library problem as well. 
This predicament is another compelling argument for pro- 
fessional staff development programs. Although professional 
development is, in the last analysis, a matter of individual choice, 
this choice is not made in a vacuum. Professionals are influenced 
by the organization’s culture and peer group factors. It is in the 
library’s interest, therefore, to create an environment in which staff 
development is valued and facilitated. Organizational commitment 
to this activity is measured not by the size of the library’s travel 
budget, but by administrative support for, and recognition of, 
professional development. 
COMPETENCIES LIBRARIANSFOR RESEARCH 
If one accepts the view that master’s degree programs in library 
and information science prepare individuals primarily for entrance 
into the field-that is to say, for entry level positions-it follows 
that the competencies needed for research libraries must be achieved 
through practice and by means of other developmental opportunities. 
These opportunities range from more formal course work in library/ 
information science or other disciplines, participation in internships, 
and independent study and reflection, to working with an expert 
in the field who acts as a mentor. Those research libraries which 
are fortunate enough to have schools of library and information 
science on the campus are well positioned to take advantage of the 
school’s faculty and resources in developing programs to meet the 
continuing education needs of research librarians. However, the recent 
decline in the number of accredited library schools and the even 
smaller number of schools able to offer the doctorate suggest that 
a very limited number of research libraries can avail themselves of 
this option. There is, furthermore, the perception, on the part of 
many research librarians, of a gap between the rapidly evolving 
educational and technological needs of practitioners and the ability 
of library school faculties and programs to meet these needs. 
But what specific competencies are needed? Anne Woodsworth 
and June Lester (1991) recently reviewed the literature on the 
educational requirements of research library staff and found that 
requirements seem to fit more accurately the traditional research 
library than the library of the future. Rather than indicate new 
curricular directions, the literature about educational competencies 
tends to confirm the validity of existing programs and course offerings. 
To a great extent, library school curricula reflect the types of 
jobs currently available in libraries-e.g., reference, cataloging, 
acquisitions, collection development, and database searching. How 
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can one fault the schools for playing to a market created by and 
for libraries? The positions that exist in libraries are invariably tied 
to their functional organizations and management’s vision of their 
nature or purpose. Among the questions that research library 
administrators are wrestling with are the changing definition of what 
a research library is (what are the indicators of a library’s 
“researchness”?), the impact of information technologies on the 
library’s mission, and the changing system of scholarly com-
munication. As tentative answers to these questions are developed, 
library administrators are projecting new or revised visions for their 
Iibraries. As campus administrators and library staff adopt this vision, 
new organizational structures will emerge and traditional positions 
in libraries will be redesigned to reflect the library’s new role (or 
at least a somewhat different role). 
Several writers have pointed out that much of the ambiguity 
surrounding the changing mission and role of research libraries is 
due precisely to the fact that they are in a major state of transition. 
They are trying to maintain traditional programs and services and 
invest in the preservation of extensive paper-based collections at the 
same time as they seek to become so-called electronic libraries or 
libraries without walls. To identify comprehensively all of the staff 
competencies needed in this environment is to attempt to hit a rapidly 
moving target. If library administrators are unable to state with some 
degree of certainty and conviction what these competencies are, how 
can they expect library schools to teach them to present and future 
research librarians? 
One approach to answering this question is to break it down 
for closer analysis. If it is true that professional education consists 
of three elements: (1) the imparting of a body of knowledge based 
in part on research; (2)instruction in a defined set of skills (for 
example, problem solving, computer literacy, question negotiation); 
and (3) socialization with respect to the norms, values, and attitudes 
appropriate to a particular profession, it should be possible to 
construct a strategy for providing opportunities for lifelong 
professional development which defines the responsibilities of each 
of the players-librarian, educational agency, and library 
organization. 
It might be hypothesized, for example, that the various career 
stages in the life of a librarian would determine the most appropriate 
agency to meet one’s development needs. Assuming that a career can be 
segmented into five milestones-entry level, maturation/assimilation, 
mid-career achievement, reassessment plateau, and career 
fulfillment-it seems logical that the role of library schools and other 
graduate degree programs would eventually decline as a source of 
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professional/career development, whereas the responsibility of 
libraries themselves and other continuing education agencies (for 
example, sponsors of workshops, conferences, and similar offerings) 
would increase (see Figure 1). 
CONTRIBUTORSTO 
PROFESSIONAL 
DEVELOPMENT 
HIGH 
LOW 
Entry Ass1milationl Mid career 
Level Maturation Achievement 
Reassessment 
Plateau 
career 
F,llIlllrnP"1 
Figure 1. Professional development continuum 
Although formal education is an option throughout one's career, 
the diagram suggests a greater reliance on workshops, short courses, 
and library-sponsored events simply because of increasing job 
demands which typically occur later in one's career. 
Just as time constraints and the nature of the librarian's need 
for professional development influence one's choice of development 
options, so also does the content (knowledge, skills, or attitudes) 
of one's learning objectives influence the selection of the best strategy 
for achieving them. For example, formal course work combined with 
personal study and research might be the best vehicles for acquiring 
or deepening knowledge of a discipline, for learning about 
information policy, bibliography, organizational psychology, and 
similar broad professional issues. With regard to skill development, 
however, workshops, short courses, mentoring, or internships might 
be the best approach. These would also appear to be effective methods 
for promoting attitudinal changes such as a heightened service 
orientation, entrepreneurship, and stronger professional values (see 
Figure 2). 
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sources of development (packaged workshops, CE courses, conference 
programs, graduate course work, self study) are not sufficient to meet 
the library’s need or the collective needs of individual librarians. 
In these cases, the library should have a strategy in place. This staff 
development plan should be structured around a needs assessment 
and the library’s corporate vision. It should address both con-
temporary needs for staff development as well as the longer term 
human resource development needs of the library organization. 
It is assumed that policies which provide opportunities for 
sabbaticals, development leave, or research leave already exist within 
the parent institution and that librarians qualify for most, if not 
all, of these privileges. Leaves of absence which are granted under 
this policy become the mechanism through which the library enables 
its librarians to acquire new knowledge or to deepen or refresh existing 
knowledge and those skills that are rapidly becoming part and parcel 
of the librarian’s tool box-e.g., computer literacy, preservation 
techniques, instructional design, research methods, and financial 
managemen t. 
What is often not provided for in libraries, however, is the 
opportunity for staff to maintain the knowledge acquired through 
professional development programs or to practice the new skills which 
they have acquired. It is extremely frustrating for staff who are 
energized and intellectually refreshed through a continuing education 
experience to return to jobs which have not been redesigned in years 
and which offer little or no opportunity to practice what has been 
learned (Shaughnessy, 1988). Libraries waste considerable sums of 
money on staff development programs that lead to zero growth for 
the librarian and have virtually no impact on the organization. 
In view of the dramatic changes that are taking place in research 
libraries-new paradigms which emphasize access over ownership, 
new technological imperatives, high speed networks, electronic 
publishing, multimedia transmission- these developments suggest 
that libraries may no longer afford to wait for relevant courses to 
be offered, for certain prepackaged programs to be developed, or for 
various professional and scholarly associations to offer workshops 
on these topics. To the extent that research libraries are on the cutting 
edge of these developments, they are positioned to exercise a leadership 
role that few others can match. Consequently, they are obliged, in 
many instances, to “grow their own” experts and get the most out 
of existing staff. To use an analogy with professional sports, successful 
library administrators should not waste time speculating about future 
draft choices but make championship players out of the team that’s 
on the field. 
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Among the elements to be included in the library’s staff 
development strategy are all of those that have already been 
mentioned-except for the weaknesses and problems that characterize 
many existing programs. Perhaps the overriding weakness in these 
programs is the lack of clear objectives. How will attendance at a 
particular workshop or enrollment in a particular course help the 
librarian or help the library? While one might argue that knowledge 
for the sake of knowledge is sufficient justification for the library’s 
and the librarian’s investment in a program, factors such as 
accountability, relevance, and “fit” with both individuals and 
organizational goals are also important considerations. By making 
professional staff development a key strategy leading to organizational 
change, library administrators can transform it from being viewed 
as a personal and sometimes whimsical entitlement to an important 
corporate program. 
A second weakness in existing staff development programs is 
fragmentation and the lack of focus. Individual librarians are 
sometimes tempted to structure their professional growth around 
committee assignments in professional associations. Committee 
appointments, however, are sometimes based on factors such as 
convenience, nomination by a third party, or availability. None of 
them takes into account the librarian’s longer term goals. 
Many staff development programs also fail in the sense that, 
from an individual librarian’s perspective, they are not cumulative 
in nature. They do not build in a step-by-step fashion on previous 
learning opportunities. The workshops offered by the ARL‘s Office 
of Management Services (OMS) offer a rare exception. Many advanced 
programs offered by the OMS do build on those offered at less 
advanced levels. 
Finally, most of the programs available to librarians do not 
provide sufficient opportunity for self-assessment, for inquiry into 
one’s personal value system, or for self discovery. It is very difficult 
to plan a direction for individual growth without knowledge of 
personal strengths and weaknesses and without the base line from 
which growth will occur. 
A library’s staff development program, therefore, should seek 
to avoid these problems and attempt to provide a variety of learning 
opportunities. This is particularly important because an individual’s 
learning objectives-knowledge, skills, or the development of 
different attitudes-may best be met by different types of programs. 
According to Willis and Dubin (1990, pp. 308-09), a multidi- 
mensional approach to staff development is useful for several reasons. 
First, the professional’s need for updating will vary depending on 
specific job-related domains. Second, depending on the stage of one’s 
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career, certain development options will be more attractive and useful 
than others. Third, learning theory indicates that some instructional 
methodologies are more effective than others, depending on the 
outcomes to be achieved. 
Given the range of opportunities available for continuing 
education on the one hand, and the diversity of ability levels, staff 
needs and interests, and the library’s overall direction on the other, 
how can research libraries construct a coherent focused program for 
professional staff development? One answer to this question would 
be to set reasonable and realistic objectives and to begin with a small 
group of librarians who, over time, might become agents of 
organizational change. This group could constitute an institute 
within the library (similar to those found in academic departments) 
or could be placed in a structured internship or be given some other 
designation, depending on the nature of the group. Recent 
experiments in library internships at Michigan and Missouri have 
focused on promising members of the professional staff having just 
a few years’ experience. Other internships have been oriented toward 
middle and senior library managers, with the best known of the latter 
being the highly selective internships sponsored and funded by the 
Council on Library Resources. 
Obviously, the purposes of these staff development programs will 
vary with the level, experience, and competence of the staff involved. 
To illustrate, midcareer librarians will need opportunities that address 
issues relating to professional obsolescence, whereas librarians with 
few years of experience may need programs which can sharpen 
analytical skills, help them better understand political processes, or 
provide greater insight into the changing role of the library in a 
research oriented university. It is likely that a range of programs 
will be needed to address these issues, as well as the question of 
professional obsolence which Fossum and Arvey (1990) have defined 
as occurring “when tasks, duties and responsibilities require change 
in magnitudes or directions beyond the job proficiencies ofemployees 
who perform them” (p. 61). 
The most prevalent approach to professional development has 
been the “update” model proposed by Cyril Houle in 1983. This 
model suggests that professionals avoid obsolescence by taking 
responsibility for engaging in learning activities to keep pace with 
the growth of knowledge and new technologies. Others, however, 
have indicated that, although the update model continues to dominate 
continuing professional education, it is not sufficient to ensure 
professional competence. Whereas the acquisition of new knowledge 
does provide the foundation for enhanced practice, it is questionable 
whether new knowledge alone will guarantee adequate performance 
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(Caplan, 1983). Professional competence is typically action oriented 
and therefore is demonstrated by what professionals do, not simply 
by what they know (Queeney 8c Smutz, 1990). 
PROGRAMELEMENTS 
Institutions that elect the institute or internship approach to 
staff development will be able to reach staff in a more systematic 
and structured fashion. There are also disadvantages to this approach, 
however, such as extended time commitments of trainers or 
administrators and staff disunity brought on by the selection process. 
The latter is less likely to occur if the selection criteria are publicized 
and if the entire plan for staff development is presented for review 
and comment. It is also important to emphasize that this will be 
an ongoing program and that, as some staff “graduate” from the 
internship/institute, others will be inducted. 
If one of the (often unspoken) goals of all libraries is to improve 
the quality of their products and processes, then it follows that the 
mission of staff development programs should be to facilitate the 
processes of learning and understanding how to improve this quality. 
Achieving this objective will require the use of an integrated 
multidimensional model, one which encompasses the cognitive, 
affective, and skill domains. The model that was developed at the 
University of Missouri was built around five major components: self 
assessment, self development, team building, men toring, and 
challenging assignments. These activities were supplemented by 
attendance at professional conferences and university courses 
(Albritton, 1987, pp. 9-18). Although not all professional staff 
development programs must necessarily include all of these 
components, programs that aspire to success will surely include most 
of them. 
In retrospect, it appears that self-assessment was a critical factor 
in the success of Missouri’s program and, indeed, other developmental 
programs. Among the variety of methods available for self-assessment 
are the Myers-Briggs Type Indicator, Human Synergistic Level 1: Life 
Styles Inventory, and many of the personal values inventories found 
in Values Clarification: A Handbook of Practical Strategies for 
Teachers and Students. These and other devices designed to increase 
self-awareness and self-insight can be self-administered and self- 
scored. There is no need for the scores to be known by other staff 
or even by the staff development officer. Maintaining a high level 
of privacy acts to remove participant anxiety and stimulates very 
honest answers. 
Self-assessment with respect to one’s tendencies, values, likes and 
dislikes, and motivation is important for personal as well as 
professional growth. “[Professionals] need to reflect critically on their 
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own behavior, identify the ways they of ten inadvertently contribute 
to the organization’s problems, and then change how they act” 
(Argyris, 1991, p. 100). As reflective practitioners, librarians would 
include in this assessment an analysis of career goals and identification 
of possible obstacles to attaining those goals. The time spent in this 
phase of professional staff development is time well spent because 
subsequent program components rest heavily upon the individual’s 
insights into self and as complete and accurate a self-assessment as 
possible. 
The second program component is self-development. It is in this 
phase that participants begin to formulate strategies to address gaps 
or weaknesses identified during the self-assessmen t stage. According 
to Kouzes and Posner (1987): “The quest for leadership is first an 
inner quest to discover who you are. Through self-development comes 
the confidence needed to lead” (p. 298). The self-development 
component also provides an opportunity to reflect on the fact that, 
in the last analysis, each librarian must take responsibility for, and 
be committed to, his or her own personal and professional 
development. Librarianship, like everyday living, is a continuous 
state of becoming. Some have found that keeping a daily journal 
or log of activities and observations is useful in tracking progress. 
Others have contracted with themselves, so to speak, to spend a certain 
number of hours each week in study and reflection. 
The third component of the internship program is team building. 
Although it  is in the nature of a profession that its members are 
able to function autonomously, it must also be recognized that the 
success of large complex organizations, such as research libraries, 
depends on teamwork. In an article on future research library models, 
emphasis was placed on the need to educate existing staff, both 
attitudinally and technologically, “to work in a more collaborative 
manner...” (emphasis added) (Woodsworth, et al., 1989, p. 138). 
Internships cannot only provide opportunities for real teamwork, 
but also opportunities for simulation exercises and the practice of 
techniques that build trust, improve communication and listening 
skills, and resolve conflict. One of the interesting outcomes of 
successful programs, such as the ARCS Consultants’ Training 
Program and the CLR’s Senior Fellows Program, is the strong group 
identification that remains among participants long after the event 
has ended. These and other internship programs sponsored by research 
libraries have often featured team building simulations such as the 
Desert Survival Exercise and the Sub-Arctic Survival Exercise. Both 
are illuminating with respect to the nature of teamwork, col-
laboration, and intra-group dynamics. These exercises, along with 
real-world projects for groups, provide important information to the 
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members. These reflected appraisals can be used to identify areas 
for individual and group improvement. 
Another frequent element found in professional staff de- 
velopment programs is mentor ing .  A mentor is a seasoned 
professional who takes an active interest in the career development 
of a younger or less experienced professional (Burruss-Ballard, 1990, 
p. 189). Through mentoring, the goals, norms, culture, and 
prescriptions of the organization are transmitted to the new member 
not impersonally but by a friend (Zey, 1984, p. 95). Mentors serve 
not only as role models but also as sponsors, coaches, trainers, 
sounding boards, and counselors. Obviously, they can contribute 
significantly to the growth and development of research librarians. 
Most library leaders who have had mentors typically attribute a great 
deal to their support and guidance. Library administrators need to 
pay more attention to the importance of mentoring and build it into 
their staff development programs. Mentoring can be institutionalized 
by making it part of the organization’s culture. New professionals 
can be paired with knowledgeable librarians who have interest in, 
and interpersonal skills necessary for, mentoring (Cargill, 1989, p. 
13). It is important, however, as the process is formalized, that 
spontaneity is not lost for the comfort levels of participants. 
The final component of an internship program is a Challenging 
job assignment, that is, an opportunity to practice what one has 
learned. Assignments can take the form of a special project, 
participation on a project-oriented task force in which members have 
definite roles and responsibilities, or a redesigned job. The need for 
challenging assignments is based on the notion that the new 
competencies (knowledge, skills, and attitudes) that one has acquired 
focus less on what the librarian currently does and more on what 
needs to be done. As Herb White (1983) has pointed out, the former 
is an exercise in “retrofitting” (p. 519). 
A challenging work assignment requires the professional to 
combine previously acquired knowledge and skill with newly 
developed proficiencies to solve a problem or complete a project 
(Willis & Dubin, 1990, p. 310). Such assignments are also useful in 
helping librarians understand the difference between jobs which 
require the cumulation of knowledge and the progressive development 
of skills and those which can be mastered fairly quickly. There is 
an important difference, therefore, between a librarian having five 
years of progressively more responsible experience and one year of 
experience multiplied by five. 
One of the interesting aspects of the University of Missouri 
Library’s CLR-funded internship program was that all of the special 
assignments given to the interns were outside of the library. These 
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assignments were designed by various deans, a vice president, a 
director of an important campus program, and the provost in 
consultation with the library administration. For the most part, this 
proved to be a very successful approach and provided the interns 
with far more insight into the nature of the university than they 
would have attained in most positions within the library. 
In view of the success of internships as a component of 
professional staff development in research libraries, the lessons 
learned in these and similar ventures need to be incorporated and 
extended throughout the library organization. Certainly research 
libraries need to capitalize on innovative ideas and entrepreneurial 
behaviors wherever they are found. They also stimulate creativity 
and risk taking if these qualities are absent in the organization. The 
enterprise required of innovative professionals “is not so much the 
creative spark of genius that invents a new idea,” but rather the 
skill and ego strength which enable them to move beyond the formal 
parameters of their job, “maneuvering through and around the 
organization in sometimes risky, unique, and novel ways” (Kanter, 
1983, p. 216). It is here that the library’s environment or culture enters 
the picture. All of the entrepreneurship, initiative, and creativity of 
the librarian may go nowhere i f  he or she cannot get the power 
to turn ideas into action. As Keith Cottam (1990) notes: “One can 
be a fountain of intrapreneurial ideas, but without institutional 
support there is small hope for achievement” (p. 147). 
In contrast to these individuals, there are the nonentrepreneurs. 
These employees tend to produce within a narrow range of 
accomplishments and focus on activities clearly specified in their 
job descriptions. “They stay within their identified segment and 
define problems segmentally-as small, isolated, bounded pieces” 
(Kanter,1983, p. 214). It is obviously both in the organization’s interest 
as well as staff members’ interest to break apart the boxes in which 
staff, particularly professional staff, are placed and provide 
opportunities for growth, for new challenges, and greater fulfillment 
as librarians. 
STAFF DEVELOPMENT EFFECTIVENESSFOR IMPROVED 
Tom Peters (1990) has repeatedly made the point that the work 
force in any organization is its principal asset. “Each day its overall 
level of useful skills (as well as its commitment and energy) is either 
increasing or decreasing...” (p. 127). Peters goes on to recommend, 
as do an increasing number of management experts, that training 
must become a corporate obsession. 
Most recent articles on training and staff development address 
these subjects within the context of the quality of an organization’s 
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services, products, and processes. One author has stated that quality 
is the most important strategic issue facing managers in the 1990s 
(Fortuna, 1990, p. 3). A number of universities have attempted to 
adopt some of the more successful corporate strategies used to improve 
quality, and typically these initiatives have been taken under the 
banner of Total Quality Management (TQM). But whatever system 
is used, there is no escaping the fact that improving the quality and 
effectiveness of organizations (including research libraries) demands 
an extraordinary investment in staff development. Huge (1990, p. 
31) suggested that ten to fifteen hours per week for three to six months 
may be necessary for top management, and up  to forty hours for 
members of project-oriented quality teams. While it is difficult to 
imagine any research library making such an intensive time 
commitment to the continuing education of its managers, there is 
no doubt that some commitment must be made. In the last analysis, 
the improvement of an  organization’s overall quality rests primarily 
on its management. Consequently, TQM or similar programs need 
to start with this group. Eventually, however, every member of the 
staff will need to be given the opportunity to upgrade his or her 
skills and to thereby contribute to making the library a more effective 
quality driven organization. 
A commitment to improving the quality of library services, 
products, and processes is the ultimate reason for investing in staff 
development. It is impossible to conceive of research libraries 
improving their performance within the higher education en-
vironment without a well defined and focused staff development 
program. 
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Job Satisfaction and Performance 
in a Changing Environment 
JACK A. SIGGINS 
ABSTRACT 
TODAY,RESEARCH LIBRARIES are faced with the challenge of retaining 
an effective staff who have the skills necessary to respond to new 
and changing circumstances and increased user demands. Ways must 
be found not only to reduce stress and prevent burnout but also to 
sustain a level of interest and job satisfaction among staff sufficient 
to ensure a high level of performance. The elements of job attitudes 
and their relationship to performance output are analyzed. Factors 
which lead to job satisfaction and dissatisfaction are explored. Steps 
which library administrators and managers can take to improve job 
satisfaction are suggested. 
INTRODUCTION 
If events of the past two years are any indication of what is 
to come, the decade of the 1990s will be turbulent for academic 
libraries. It is hardly a secret that most American research libraries 
are already in trouble and that long-term prospects are also bleak. 
College and university administrators, faced with declining income 
and rising costs, are applying great pressure on all academic 
departments for more efficient use of increasingly scarce resources. 
Libraries come under special scrutiny because they are the center 
of the university, because of the costly labor intensive nature of their 
operations, and because the library budget, usually one of the largest 
among all departments on campus, is an easy and obvious target. 
In a survey, for instance, conducted by the Association of Research 
Libraries’ (1991) Office of Management Services in April 1991, 53 
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percent of the eighty responding members reported budget reductions 
in FY 91 and 62percent faced the same prospect in FY 92. 
Adding to the turbulence are the transformations accompanying 
the increasing creation, storage, and accessing of information in 
electronic form. The growth of electronic information resources 
dictates new roles and relationships for libraries and librarians. By 
the end of the current decade, libraries will have become an even 
more dynamic force in the integration of information into research 
and education. Implied in these developments is a change in the 
way staff and users interact. Since librarians produce many services 
by means of direct contact with users, pressure will build to find 
new methods to improve the effectiveness of that interaction. 
Increasingly, such services will be altered by the introduction of 
automation; some services will be totally automated, and changed. 
Internal operations also will be automated, and all staff will use 
computers in carrying out their responsibilities. New tasks as yet 
unidentified will replace traditional ones, much in the way online 
catalogs have greatly reduced the need for catalog card preparation 
and filing. Changes both in the stock of equipment and in the 
organization of work will have a direct impact on jobs and staff. 
In other words, library administrators are faced with two truths 
about their operations which will directly affect their success in 
dealing with these issues in the next decade. First, large influxes 
of capital will be more difficult to obtain, and the capital that will 
be available is unlikely to improve efficiency significantly; moreover, 
such capital will be directed largely toward collection development 
and the purchase of equipment, particularly for automation. Second, 
because library services and functions are still highly labor intensive- 
despite the steady introduction of automation over the last two 
decades-jobs will be altered or sometimes eliminated altogether as 
more efficient operations are sought and services are reorganized. 
The enormity and seriousness of this challenge should not be 
underestimated. Administrators will confront such difficult questions 
as: 
0 In light of falling budgets, what aspects of the library system must 
be protected and which should be changed? 
0 How can the library system develop under conditions of austerity? 
0 What new relationships must be developed between staff and users? 
In what ways must jobs be changed in order for the library to 
remain responsive? 
How can the staff’s commitment to organizational goals be 
sustained when the future is so uncertain? 
This burden will not fall solely on the upper levels of 
organizations. While primary responsibility for responding to this 
challenge rests with administrators and department heads, all levels 
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of staff will be involved in the process of adaptation. To library 
administrators-directors and associate directors-will fall the 
primary task of developing long-term plans, making large-scale 
decisions, and identifying the direction in which the library is to 
progress. The major burden of incorporating the changes, however, 
will fall to department heads and staff. The department heads and 
middle managers must both help mold long-range plans by 
contributing their own ideas and then translate the plans into 
successful operation. These people must link the organization’s 
direction with the department’s activities and, more importantly, find 
ways to get the best performance from staff in the process. The staff 
member will be expected to contribute the skill necessary to perform 
new tasks as well as contribute his or her ideas based on experience 
gained from being on the front line of delivering services or 
performing other functions. 
THENATUREOF THE PROBLEM 
Research libraries’ changing environment and user demands will 
pose a major challenge to librarians to carry out the necessary 
transitions while reducing obstacles presented by potential burnout 
and stress among staff and also while creating and sustaining high 
levels of job performance. In commenting about this problem in 
the business world, William O’Brien (quoted in Senge, 1990), CEO 
of Hanover Insurance, noted: 
People enter business as bright, well-educated, high-energy people, full 
of energy and desire to make a difference. By the time they are 30, a 
few are on the “fast track” and the rest “put in their time” to do what 
matters to them on the weekend. They lose the commitment, the sense 
of mission and the excitement with which they started their careers. We 
get damn little of their energy and almost none of their spirit. (p. 7) 
The pace of change will require flexibility in assigning staff 
resources and also innovation in developing and using their skills. 
Library managers and administrators will be challenged to attract 
and retain talented staff in order to stay abreast of new technologies 
and evolving user needs. They will be required to develop strategies 
and innovative approaches involving staff training, job design, and 
methods for coping with stress brought on by change. 
All of this suggests that librarians will once again be expected 
to do better what they already do well-i.e., respond to changing 
demands and a changing work environment. Without the prospect 
of greatly enhanced resources to assist them in this task, they will 
have to focus their attention more than ever on improving job 
performance if the challenge is to be met. 
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INFLUENCINGJOB PERFORMANCE 
For many years, organizational behaviorists have debated and 
analyzed the elements affecting job performance. A review of their 
results leads to the conclusion that there is a connection between 
work-related attitudes and performance-i.e., attitudes toward one’s 
job affect one’s performance. Of these attitudes, one of the most 
significant is job satisfaction. As crucial as it is for an organization 
to have visionary administrators, it is important that department 
heads assign tasks so that staff at all levels feel a high degree of 
satisfaction with the job they are asked to perform. This includes 
the feeling that they are having a positive effect on the library and 
have some level of control over their jobs. 
THENATUREOF JOB SATISFACTION 
A review of the literature of organizational behavior reveals 
numerous definitions of job satisfaction. Edwin Locke (1976)provides 
one of the best. He defines it as an emotional reaction that “results 
from the perception that one’s job fulfills or allows the fulfillment 
of one’s important job values, providing and to the degree that those 
values are congruent with one’s needs” (p. 1307). 
Locke points out that job satisfaction is not the same as “morale.” 
Job satisfaction involves a retrospective assessment of one’s job; morale 
is concerned more with a positive desire to continue to work at one’s 
job and is most often used to describe the attitude of a working 
group rather than that of a single individual. 
Needs and Values 
It is also important for job satisfaction to distinguish between 
needs and values. Needs can be defined as those basic psychological 
and physiological requirements which humans fulfill by seeking such 
necessities as food and sleep. In Craig Pinder’s (1984) words, needs 
“are basic forces that initiate and guide behavior for the sake of the 
preservation and health of the individual.” Values, on the other hand, 
“are those things that a person believes are conducive to his welfare” 
(p. 95). In the work setting, needdgoals are translated into such 
tangible basic requirements as pay, promotion, and recognition. Values 
in the work setting include subjective elements such as the individual’s 
perceptions of job content, job significance, and equitable treatment 
in the distribution of rewards. The point is that the key determinant 
of job satisfaction, assuming one’s needs are fulfilled, is the extent 
to which values, as defined by the individual, are being met. 
Limitations of Research on Job Satisfaction 
Certain problems concerning the relationship of job satisfaction 
to performance, however, should be acknowledged. The first of these 
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relates to shortcomings in the research on job satisfaction conducted 
to date. Among the array of job related attitudinal constructs, job 
satisfaction has attracted the most attention by far of organizational 
behaviorists. Because literally thousands of research projects have 
dealt with the topic over the past twenty-five years, a comprehensive 
review and assessment of the literature is beyond the scope of this 
article. As one authority has declared, however, the large number 
of studies has not resulted in full agreement on what job satisfaction 
is, how i t  is actually influenced in work organizations, and what 
its consequences are for understanding and managing these 
organizations. The differences of approach in the studies, along with 
problems of reliability and validity of measurement, have made 
comparison of data and results difficult (Pinder, 1984, p. 94). 
There is sufficient agreement among studies, however, to discuss 
the ramifications of job satisfaction while recognizing that the lack 
of total agreement among organizational behaviorists on what most 
managers know intuitively about job satisfaction is a reflection of 
the state of research on the topic-i.e., the common problems of 
reliability and validity of measurement-rather than an indication 
that job satisfaction is not a valid concept for practical consideration 
by managers. Because of difficulties in testing theories, certain ones, 
such as those surrounding job satisfaction, may be more valid than 
organizational scientists have been able to demonstrate thus far. In 
other words, the theories of job satisfaction may be more valid and 
of potentially more applied use than can be proven empirically. 
Relationshi@ of Job Satisfaction to Performance 
Another limitation of job satisfaction studies concerns the 
relationship between job satisfaction and performance. For almost 
fifty years, a common assumption among managers has been that 
staff who are more satisfied in their work tend to be more productive. 
It makes intuitive sense that a satisfied employee is a productive 
employee. In contrast to the problems surrounding the definition 
of job satisfaction, however, research by organizational behaviorists 
on these two variables in numerous studies has concluded that there 
is no simple direct relationship between job attitudes, including job 
satisfaction, and job performance (Pinder, 1984, p. 101). This 
conclusion follows from the related evidence that shows it is seldom 
the case that attitudes lead to specific behaviors in a predictable 
fashion. Despite the common-sense belief that satisfaction leads 
inexorably to better performance, research has shown that this is 
not reliably true (Bhagat, 1982). For instance, a highly satisfied 
individual can become complacent and then coast along on his or 
her past contributions. Conversely, an individual with a low level 
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of satisfaction may be very productive if he or she perceives that 
such a performance will be rewarded by a promotion, a pay increase, 
or a chance for another job elsewhere. 
If i t  is true that managerial attempts to improve job satisfaction 
will not necessarily result in improved staff performance or 
productivity, the question arises as to why managers should be 
concerned about job satisfaction at all. Several responses can be 
offered. First, the fact that managers tend to assume there is more 
of a connection between staff attitudes toward their jobs and staff 
performance than in fact there is does not mean necessarily that there 
is never a connection. Research results have shown that, while there 
is not always a cause and effect relationship, sometimes there can 
be a direct relationship (Pinder, 1984). 
A second reason why managers should be concerned about job 
satisfaction arises from the negative consequences of the opposite 
of job satisfaction-dissatisfaction. A staff member who is chronically 
dissatisfied with his or her job will manifest this by any of several 
behaviors, including absenteeism, tardiness, and turnover. The first 
two result inevitably in expensive losses for the organization. The 
third-turnover-can also be very costly due to the expenses associated 
with disruptions in the work process and the recruitment and training 
of new staff. Unlike absenteeism and tardiness, of course, turnover 
can sometimes actually benefit an organization, as when dollar savings 
are realized from the replacement of those who leave with new staff 
who are compensated with lower salaries and benefit costs. Turnover 
also is occasionally the only viable alternative in cases of disruptive 
behavior or conflict among staff members. 
Another important reason the manager should be concerned 
about job satisfaction is from a strictly humanitarian concern for 
the well-being of the individuals who make up the staff. This 
perspective emphasizes the importance of those elements of the work 
setting which affect the quality of work life of each member of the 
staff; that is, making the work setting an enjoyable and pleasant 
place to come to every day. While many elements external to the 
work setting may affect the mental and physical condition of an 
individual, no one could fault the manager who demonstrates a human 
concern for his or her staff by striving to make their jobs as satisfying 
and fulfilling as is reasonably possible. 
The message, in sum, for perplexed and caring managers is that 
they should be very concerned about job satisfaction but recognize 
also that the application of any policies aimed at that goal is difficult 
and may not obtain the immediate hoped for results of improvements 
in job performance. 
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OTHERJOB RELATEDATTITUDES 
Job satisfaction is only one among several job related attitudes 
which may have an impact on staff performance. The extent to which 
an individual is committed to an organization and the level of job 
involvement are also important elements to consider. Other factors, 
including the realities of organizational life, will affect the degree 
to which enlightened managers are successful in improving job 
satisfaction and job performance among their staff. Some of these 
organizational realities are described below. 
Organizational Commitment 
Organizational commitment has been described as consisting of 
three attitudes and intentions: (1) a strong belief in, and acceptance 
of, the organization’s values and goals; (2) a willingness to exert 
considerable effort on behalf of the organization; and (3) a definite 
desire to remain a member of the organization (Porter et al., 1974). 
People who are committed to their organizations are more likely 
to make sacrifices for them. In other words, organizational 
commitment is a form of loyalty to one’s organization as opposed 
to the person’s particular job, department, or work group. 
Several studies have shown that work related experiences affect 
the degree of commitment among staff. R. M. Steers (1977) found 
that the most important influences on commitment levels were: 
positive group attitudes among one’s peers; feelings by the individual 
staff member that he or she is of some importance to the organization; 
feelings that the organization meets the individual’s prior 
expectations; and feelings that the organization could be relied upon 
to carry out its commitment to its staff. 
The answer to the question of whether organizational 
commitment is a good thing may vary, depending upon whether 
one is looking at it from the organization’s perspective or that of 
the staff member. If turnover is considered to have primarily negative 
consequences for an organization, then the extent to which staff 
commitment can reduce that phenomenon would seem highly 
desirable. On the other hand, sometimes that commitment may not 
be reciprocated by the organization. While an organization may 
respond to a staff member’s commitment by fostering a positive 
attitude and feelings of nurturing and mutual trust, economic 
necessities can also force even the most benevolent of employers to 
abandon or lay off those whose commitment has helped make the 
organization effective. In other words, while commitment is 
important to the organization, i t  may or may not be best for an 
individual’s long-term interests. 
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Job Involvement 
Job involvement has to do with the connection between the work 
individuals do and their self-concept. For a person with a high level 
of job involvement, there is a correlation between how that person 
feels about his or her performance and how he or she feels about 
himself or herself. Such an individual’s work is a very significant 
concern, closely affecting his or her self-esteem. It may, in fact, be 
one of the most important aspects of his or her life if not the most 
important (Pinder, 1984, p. 107). 
With the exception of one topic, research by organizational 
behaviorists on the relationship between job involvement and staff 
performance has been minimal and inconclusive thus far. The one 
topic that has been studied is “workaholism.” Workaholism deals 
with job involvement carried to an extreme. The effect of a workaholic 
on an organization can be both negative and positive. Whereas they 
work hard, make up for low commitment of others, and are always 
on hand to perform tasks others avoid, workaholics can also create 
a dependency by others around them and fail to delegate work to 
others, thus spreading themselves too thin to the point of performing 
poorly. Their work habits also may affect their personal lives, leading 
to difficulties with spouses, friends, and families (Machlowitz, 1980). 
In sum, while job involvement may have positive consequences for 
an individual and his performance, carried to an extreme, i t  can have 
a detrimental effect on both the organization and the individual. 
Among the job-related attitudes described thus far and the 
numerous others not addressed, job satisfaction is singled out for 
emphasis because, although the connections are not absolutely 
predictable, it is clearly one of the most important and probably 
the one attitude which can have the greatest impact, either positive 
or negative, on an individual and an organization. Moreover, there 
are certain steps a manager can readily take to improve job satisfaction 
and the work environment. Because of this, the manager needs to 
understand the implications of job satisfaction, including both its 
possibilities and its limitations. Enough library managers are familiar 
with the term, recognize its importance from their own experience, 
and desire at least sufficient understanding of its concepts to allow 
it to be included in the repertoire of management knowledge and 
skills at their disposal. 
ORGANIZATIONALFACTORSAFFECTINGJOB SATISFACTION 
Attention thus far has focused primarily on the job-related 
attitudes of the individual staff member and their impact on job 
satisfaction and performance. As mentioned earlier, other factors 
relating to the realities of the organizational culture can also 
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significantly affect the degree to which managers will succeed in 
improving job performance. The impact of work setting on job 
attitudes and job performance should not be underestimated. Even 
if managers were able to put into practice the most optimal 
motivational theories, the myriad constraints found in some 
organizations may still undermine the effective performance of staff. 
Before undertaking any program to improve job satisfaction and 
performance, managers would be well advised to look closely at their 
organizational culture to see to what extent any of these characteristics 
may be prevalent. Their presence may indicate a condition which 
will limit, if not totally preclude, any efforts to make improvements. 
Job Dissatisfaction and the Dysfunctional Organization 
The opposite end of the satisfaction continuum, of course, is 
dissatisfaction. A manager might assume that if individuals become 
more satisfied with their jobs, they necessarily become less dissatisfied, 
and vice versa. The matter, however, is not that simple. Because jobs 
are multifaceted, individuals can simultaneously find satisfaction and 
dissatisfaction with different aspects of their jobs. 
What are the consequences when staff are not achieving such 
satisfaction? What are some of the symptoms within the organization? 
Here are a few telltale signs of such a condition: 
0 Staff seem to have no sense of, or agreement with, the library’s 
values and goals. 
0 While staff are competent and well-educated, they do not feel they 
are working near their potential. 
0 Although staff do adequate and sometimes above average work, 
they rarely are seen to achieve excellence. 
0 	Because the performance of regular work is not of high quality, 
department heads are reluctant to assign more challenging tasks 
to staff despite the fact that they claim they want more exciting 
work. 
0 Staff are concerned that they are not being developed. 
0 Sometimes staff respond to feedback on their performance from 
the department head with defensiveness and denial. 
0 	Work done frequently lacks quality or is chronically late; 
department heads have to prod staff to meet deadlines and perform 
assignments up to standard. 
0 Staff tend not to take initiatives, don’t take on tasks before having 

to be asked, and react to problems rather than anticipate them. 

0 Staff tend to resist efforts to integrate their efforts with the work 

of others. 
0 Staff also tend to focus on their narrow domains, seldom taking 
the total department perspective. 
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Despite calling themselves a “team,” a department seldom shows 
much teamwork. 
Meetings frequently are considered a waste of time because staff 
seldom bring up all the issues, and when they do raise their 
concerns, they tend to defend their own turf rather than strive 
for a quality solution. 
Generally, there is a significant gap between what each department 
produces and its potential (Bradford & Cohen, 1984). 
These are only some of the indicators of job dissatisfaction among 
staff. Nor do they necessarily indicate that job dissatisfaction is the 
only problem. Sometimes dissatisfaction is the result of other factors 
beyond the ability of managers or staff to control such as budget 
restrictions, poor administrative leadership, or inadequate equipment. 
These factors fall under the general heading of organizational culture 
or work setting. Constraints arising from budgetary limitations or 
other influential external forces frequently are beyond the power of 
administrators and managers to control. Administrators can, however, 
strongly influence the important internal elements of the organ- 
izational culture, especially those arising from the system of 
leadership. 
When such influences are destructive, they are difficult to identify 
and remove. Sometimes an organization can be dysfunctional and 
still not be aware of it. Anne Schaef and Diane Fassel(l988) describe 
the dysfunctional organizational culture in terms of the addiction 
and co-dependency of its members to a negative ineffective system 
of operation. A system is comprised of ideas, roles, definitions, and 
processes and frequently has a life of its own. An addictive system 
is one that is so closed that it allows few alternatives to the individual 
in terms of roles, behaviors, ways of thinking, or perceptions. Instead, 
the individual is pressured or required to adopt addictive thinking 
patterns. 
According to Schaef and Fassel (1988), the addictive system is 
characterized by counterproductive features which parallel in many 
ways the relationship of co-dependency between an alcoholic and 
hidher family and friends. The first of these features is denial, which 
supports a closed dishonest system by not allowing individuals to 
see what is really happening in it. Confusion exists because everyone 
is trying to figure out what is going on; indeed, some administrators 
and organizations thrive on the crises created by confusion. Self-
centeredness reflects the focus on the self as the center of the universe, 
and everything that happens is thus perceived as either “for” or 
“against” the “self.” Dishonesty reflects the need to lie to oneself 
and others in order to keep out of touch with one’s feelings and 
SIGGINS/JOB SATISFACTION AND PERFORMANCE 309 
to put up a good front to the world at large. Control, or, more 
accurately, the illusion of control, arises from the desire to control 
one another or to avoid control. Frozen feelings derive from the need 
to block feelings, intuition, and other sources of information which 
individuals cannot handle. Some individuals follow the axiom, 
“When the going gets tough, the tough go shopping,” in order to 
be distracted from things that are difficult to face. Ethical deterioration 
inevitably results from all of these afflictions (Schaef & Fassel, 1988, 
pp. 62-68). 
Manfred Kets deVries and Danny Miller (1984) assert that an 
organization in trouble takes on the personality of the key 
administrator or executive (dramatic, depressive, paranoid, 
compulsive, and schizoid). They describe five types of dysfunctional 
organizations, each of which acquires its character and troubles 
because the top executive exhibits one or more of these neurotic styles. 
Such a person draws an inordinate amount of attention, energy, and 
time away from other staff. 
Job Satisfaction and the Well-Functioning Organization 
In a well-functioning organization, staff working at or near their 
full potential are likely to be characterized by a sense of commitment. 
There are collaborative team efforts, integration of purpose, initiative, 
acceptance of responsibility, concern about the whole of the 
organization, active problem solving, acceptance of unit and library- 
wide goals, and a focus on quality service and performance. Staff 
who are satisfied with their jobs tend not to wait for the department 
head to notice a problem with service, methods of operation, 
coordination, or other functions. They assume responsibility 
themselves for the unit’s success and take the initiative to deal with 
problems and meet objectives, thus avoiding the passive acceptance 
of things gone wrong because “it’s not my job” (Bradford & Cohen, 
1984, p. 7). 
Quality of service and task accomplishment are important to 
these staff. The unit strives to be at the forefront of its field. Doing 
the work well is the central focus, rather than personal or political 
issues. Careful attention is paid to the quality of the people in the 
unit; members are recruited for their qualifications and not for 
similarity of social class, race, sex, or religion. Promotion and merit 
salary increases are based on performance, with competence given 
a higher priority than seniority. Feedback on performance is direct 
and unambiguous, with emphasis on ways to improve performance 
rather than on rejection or negative criticism. Training and staff 
development are integral elements of library personnel policy and 
strategic planning. 
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A Framework For Job Satisfaction 
What positive actions can library administrators and managers 
implement in order to improve job satisfaction and, possibly, 
performance? To a certain degree, the answers for any one institution 
will be shaped by its own particular environmental characteristics 
or setting. Certain elements common to most institutions can be 
addressed, however, and solutions molded to fit specific needs. 
Numerous writers have discussed this topic and offered ideas. None 
offer absolute guaranteed solutions. The following suggestions are 
based on personal experience and research. 
Hire the Best Staff. As obvious as this recommendation is, it is 
frequently taken for granted by managers. Despite the fact that the 
current hiring environment is an “employer’s market” in which there 
tend to be numerous applicants for each position, some managers 
do not make much effort to find the best candidates. As positions 
are eliminated by budget cuts, administrators should be even more 
anxious to fill vacancies with the most talented individuals in order 
to maintain or improve productivity. 
For professional library positions, conducting regional or 
national searches should yield at least these advantages: (1) increase 
the possibility of hiring the most talented person for a job, thereby 
increasing the performance output; (2) help establish a sense among 
the staff that decisions are based on the best qualifications rather 
than favoritism or seniority; (3)reassure staff that they will be working 
with the best person who will not be a burdensome co-worker; and 
(4) if  an in-house candidate is selected, i t  will confirm that person’s 
standing as the best in the pool. 
Enrich Jobs. Job enrichment is a broad term encompassing several 
possible measures intended to increase and sustain intrinsic 
motivation among staff. The assumption is that higher levels of 
motivation will be accompanied by higher levels of job satisfaction 
and performance. While this may be the result, these measures will 
at least benefit the organization indirectly through healthier work 
attitudes. 
The likelihood that job enrichment will positively affect the 
performance of librarians is greatly enhanced by the nature of the 
profession and the pervading motivation of individuals entering it. 
Librarians as a group are professionals motivated to serve others. 
They enjoy their roles as providers of information and as participants 
in the larger purpose of education or research. They can be spurred 
on by the sheer excitement of solving a problem, an attitude which 
suggests that money is not their primary incentive. Measures which 
give librarians a greater sense of participation in  reaching 
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organizational goals and improve their ability to provide service 
should be well received. Any improvement in performance will likely 
be due to job enrichment, not simply to the fact that a change has 
occurred. 
Redesign Work. Studies by organizational behaviorists have shown 
that work redesign is a consistently effective way to improve 
performance (Berlinger et al., 1988). In undertaking such an effort, 
administrators and staff should focus on specific steps, including: 
1. 	 Reduce routine and repetitive tasks which tend to be avoided by 
staff.A reduction in the dysfunctional behavior of avoidance should 
improve satisfaction and performance. 
2. 	Restructure jobs into meaningful units. This may uncover and 
reduce unnecessary supervision or coordination imposed when 
work was broken down into “efficient” units. Higher quality work 
and output may also result. 
3. 	Rethink work flow and structure. New methods may be discovered 
for performing the work more efficiently. 
4. Let staff participate in the process of redesigning their jobs. Because 
they will expect their new jobs to be better than the old ones, 
their performance may improve. 
5. 	Take steps to improve job clarity and reduce role ambiguity. Even 
highly motivated and able staff will perform less effectively and 
be less satisfied if they are unclear as to what they are supposed 
to do exactly. If there is role conflict-where two or more 
individuals place conflicting expectations on the staff member- 
the resulting confusion will likely preclude successful job 
performance. 
6. 	Take care to infuse work and interactions with dignity and a sense 
of professionalism. 
Introduce Training Programs and Professional Development. Closely 
allied with the desire for enriched jobs is the need for maintaining 
the skills required to be effective. A job-related training program 
designed to provide staff with new techniques for doing their job 
better will benefit the organization both directly-by sustaining a 
competent staff-and indirectly-by affirming for the individual the 
organization’s commitment to him or her. It will also provide a degree 
of security that the staff member will remain employable, even if 
not employed, should layoffs occur. Employment, especially during 
times of budget cuts and staff reductions, is dependent upon continuing 
employability. To help maintain that employability, organizations 
must rely upon ongoing training programs (Kanter, 1989). 
Professional staff must also recognize that, while work may or 
may not be done more efficiently in the future, it will undeniably 
be done differently. To accommodate these changes, time and effort 
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must be spent for learning, creating, and enhancing skills. While 
the organization will benefit, the primary gain will accrue to the 
librarian who may be looking for advancement or new challenges. 
Since access to the next job is directly tied to excellence in the present 
one, the individual should identify goals, values, and career 
aspirations. 
The library manager can help by serving as a career advisor 
and assisting the individual in the development of a career plan. 
The library administrator also can assist by providing a formal career 
guidance program and making certain a system of career “ladders” 
exists as an option for staff. 
Emfiower the Staff. In her article on empowerment of library staff, 
Maureen Sullivan (1991) proposes a new paradigm of leadership for 
library managers in which staff are more directly involved in problem- 
solving and decision-making activities. Such inclusion would 
promote “excellence, self-responsibility and development” (p. 75). 
A premise of this strategy is that the staff actually doing the work 
have the necessary information and relevant experience for problem 
solving within their units of operation. The manager assumes more 
the role of a coach rather than someone who is in charge. This is 
different from the traditional view of the manager as “hero”-i.e., 
the person with responsibility who has all the answers and to whom 
staff turn for decisions and solutions to problems. As staff have become 
dissatisfied with the inadequacies of this model, pressure has risen 
to consider staff as partners rather than as subordinates. 
Another premise is that, when people participate in problem 
solving and decision making, they have more of a sense of control 
and responsibility and consequently are more likely to be satisfied 
with their jobs and the organization. This sense of shared 
responsibility is also likely to mean that they “buy into” and support 
what will largely be their decisions. During difficult times when 
cutbacks or restructurings have to be made, this result can be especially 
helpful to an organization by encouraging greater ownership of the 
decisions and acceptance of the consequences. 
Build an Effective Performance Management System. One of the oldest 
and most effective prescriptions for promoting job satisfaction is to 
tie rewards to effort and performance. Reward and performance 
feedback, if  handled properly, can encourage not only the kind of 
behavior they are intended to promote, but also encourage 
organizational commitment. To be successful, such a system must 
be perceived to be equitable, realistic in its expectations, and 
conforming to a set of clearly understood and accepted standards. 
Roland Glaser and Marshall Sashkin (1984) have identified five 
performance management opportunities which are available to 
managers in most organizations. 
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0 Defining performance expectations and setting goals: com-
municating work process and outcome expectations. 
0 Delegating: making work assignments. 
0 Training: preparing staff for work assignments. 
0 Coaching and counseling: monitoring and improving work 
performance. 
0 Appraising performance: assessing and evaluating work processes 
and outcomes (Glaser & Sashkin, 1984). 
Performance management should be regarded as an ongoing process, 
not a single event or series of unrelated events. 
Whatever form a performance management system takes, it 
should be a mechanism for communication in which goals are 
mutually agreed upon in advance, progress toward those goals is 
reviewed regularly, and problems and shortcomings are analyzed. If 
discussions occur in this manner, neither the evaluator nor the staff 
member should be surprised by any problems in the performance. 
Such a system will go a long way toward instilling a sense of confidence 
and job satisfaction. 
Construct a Fair Reward System. A method for rewarding performance 
should accompany a performance management system covering 
promotions, merit increases, and commendations. Some organizations 
have successfully used a formal system with prescribed requirements 
and process. Others rely upon an informal year end review. Whatever 
method is employed, a primary requirement is that it be perceived 
by its constituents as fair. If promotions are partly determined by 
outside professional activities, the library should make an effort to 
provide some level of support even if i t  is only time off to attend 
conferences. 
Identify Career Paths. Career paths within a library system should 
be clearly identified and made apparent to staff. As staff express 
interest in moving along these paths, managers should be alert to 
opportunities to provide assistance and counseling. An organization 
that offers staff a reasonable hope for advancement and self- 
improvement will likely benefit from greater staff commitment. 
Correct Organizational Weaknesses. Library administrators should 
review the organizational structure itself to make sure that it supports, 
and does not impair, the mission of the library. Because the structure 
and the way work is organized are integral to accomplishing the 
mission, both must facilitate the work of staff. Care should be taken 
by administrators and managers not to involve staff in wasteful 
unfocused activities that undermine the real purpose of the 
organization in the manner of the addictive organization described 
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earlier. Job satisfaction will be at a low level for even well trained 
staff and enlightened managers if they fall under the leadership of 
disorganized distant administrators. 
All activities should add value to the staff’s work. An 
organizational structure should promote synergies: a whole that 
multiplies the value of the parts. A key concept should be focus- 
i.e., ensuring that staff are able to concentrate on doing what they 
do best in an organization focused on maximizing its service 
effectiveness. 
Innovation and creativity should be encouraged and rewarded. 
When individuals’ activities are limited to what is in their job 
descriptions, it is likely their energy and commitment will also be 
limited. In order to promote innovation and empower staff to reach 
for the future, a requirement is respect for the competence of 
individuals in the organization. 
CONCLUSION 
It  can be said that organizations are complex and that the 
application of theories to improve job satisfaction, job performance, 
and the retention of talented staff is not only difficult but likely, 
sometimes, to have limited success. Nonetheless, managers can, and 
must, take action if they are to have any hope of maintaining a work 
force capable of meeting the challenges of the next decade. 
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Uncommon Human Resources: 

The Newberry Library Volunteer Program 

MARY WYLY 
ABSTRACT 
THISARTICLE EXPLORES volunteerism in American institutions and 
the founding of institutions through voluntary actions, and examines 
the potential for volunteer support of libraries. The Newberry Library 
volunteer program from 1974 to the present is explored as a case 
study in adapting volunteer service to the needs of research libraries. 
Volunteers are found to be a major resource to meet present and 
future needs across a broad spectrum of library activities. 
INTRODUCTION 
American research libraries in the 1990s are confronted with the 
realities of mature collections requiring labor-intensive maintenance, 
escalation of serials prices that erode materials budgets, a proliferation 
of expensive sophisticated access tools, and extensive backlogs of rare 
book and manuscript collections. At the same time, their parent 
institutions are reducing staff size, eliminating departments, and are 
barely maintaining levels of library support, if indeed they are not 
reducing them. States and municipalities find their revenues 
inadequate to sustain full library support. Branch libraries have been 
closed and hours of service have been reduced. Buildings have been 
finished but moving in must be delayed for lack of funding. Other 
articles in this issue have dealt with managing personnel resources 
in this environment. This article explores an approach that other 
institutions and agencies have used in similar situations-volunteer 
workers. 
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LIBRARY TRENDS, Vol. 41, No. 2, Fall 1992, pp. 316-29 
@ 1993 The Board of Trustees, University of Illinois 
WYLY/NEWBERRY VOLUNTEER PROGRAM 317 
VOLUNTEERISM 
Volunteer service is integral to a broad spectrum of American 
life-e.g., health research, hospitals, activities for youth, churches, 
and social service agencies. The literature on volunteerism spans many 
of these areas but the largest concentration of information is by social 
work professionals and sociologists. A number of associations active 
in the promotion of volunteerism have published a variety of works 
covering management, recruiting, insurance, and liability. One of 
these associations, Independent Sector, commissioned the Gallup 
Organization-in 1988 and again in 1990-to carry out national 
studies subsequently published as Giving and Volunteering in the 
United States (1990). The 1990 survey found that the average hours 
volunteered each week for all adults over age eighteen were two and 
two-tenths. Their reasons for volunteering were to do something 
useful (62 percent), to do work they would enjoy (34 percent), to 
benefit family and friends (29 percent), and for religious fulfillment 
(26 percent). They learned of volunteer opportunities because they 
were asked by someone or because they belonged to the organization. 
When asked to volunteer, 75 percent of the people surveyed said they 
would not refuse (Giving and Volunteering in the United States, 
1990). 
The foundation of many of this country’s libraries and their 
parent institutions can be said to have been the result of voluntary 
actions. Harvard University, Yale University, and most of the other 
colonial colleges were privately founded and supported for the 
advancement of learning and training of clergy and were voluntarily 
financed and guided by groups of like-minded people. Stanford 
University was founded on the beneficence of Leland Stanford. More 
than half of U.S. institutions of higher education are private- 
depending on endowment, ongoing support, and governance offered 
voluntarily. Many major research libraries are parts of private colleges 
and universities. In the nineteenth century, independent libraries such 
as the Boston Athenaeum and the Library Company of Philadelphia 
were founded as voluntary membership organizations. The late 
nineteenth century saw the development of a movement to establish 
libraries supported by municipalities with initial efforts and much 
ongoing activity being volunteer efforts. The major foundations that 
formed the basis of the New York Public Library-Astor, Lenox, 
and Tilden-were gifts, as was Andrew Carnegie’s tremendous 
support for building public and academic libraries. In Chicago, the 
John Crerar and Newberry Libraries were founded by bequests, as 
were the Morgan Library in New York, the Huntington Library in 
California, and the Folger Shakespeare Library in Washington. The 
early years of these institutions were characterized by active 
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involvement of volunteer boards of directors in decisions on 
collections, construction of buildings, and other operating details. 
The continuing support, well being, and governance of these 
institutions continues to this day to be the responsibility of volunteer 
boards. Board activity can be seen as one of the oldest forms of 
volunteer service. 
Current literature on volunteers in libraries generally focuses 
on school or public library literacy programs. There are good manuals 
such as the one Christine Kuras (1975) developed for the Inglewood 
Public Library in California. The American Library Association’s 
“Guidelines for Using Volunteers in Libraries” dates from 1971. 
Although it is twenty years old, its commonsense approach to using 
and managing volunteers is still useful. “Friends of Libraries” groups, 
a trend begun in public libraries, have become more common in 
university and other research libraries. The fund raising, benefits, 
and gifts of collections that these groups provide are a major source 
of volunteer energy as well as potential for other projects in and 
for the institutions they befriend. 
The 1979 Allerton Park Institute (held by the University of Illinois 
at Urbana-Champaign) program was devoted to papers by dis- 
tinguished librarians, library volunteers, and fund-raising executives. 
At that time, the need for new avenues of support for libraries followed 
in the wake of California’s Proposition 13. Most of the papers at 
the conference reflected on history, philosophy, and experience related 
to library friends. In her essay on the management of volunteers, 
Cynthia Wedel (1980) was optimistic about the potential for volunteer 
service to libraries, citing increasing levels of education among the 
populace, the fact that people have more discretionary time, and a 
perception that many people spend their working time in unfulfilling 
jobs. Rather than a decline in volunteering as more women join 
the work force, she predicted an explosion in volunteering, especially 
among young people and retirees. 
Volunteers are, in general, people who do necessary work, part- 
time, and without pay. All the elements of good personnel 
administration-recruitment, orientation, training, setting objectives, 
evaluation, motivation, retention, recognition, and termination- 
come into play. To examine these elements, the Newberry Library, 
which has had a formal volunteer program since 1974, has been used 
as a case study. Institutional records were studied for historical 
background, volunteer directories were analyzed, and the individuals 
involved in the program were asked about their experiences. Among 
those interviewed were two Newberry Library executives, staff who 
work with volunteers, as well as several volunteers. 
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THENEWBERRY VOLUNTEERLIBRARY PROGRAM 
The Newberry Library’s Volunteer Program began as an activity 
of the Newberry Library Associates. A “friends of the library” group 
formed in 1965, the Newberry Library Associates was organized 
around the time the library began its first systematic fund-raising 
efforts. Until then, income from endowments had been sufficient 
to support collection building and library service. In the early 1960s, 
the collections had grown to a critical mass requiring greater 
curatorial support and awareness of conservation issues. Research 
centers and fellowship programs to promote collection use changed 
the character of public service in the 1960s and 1970s with a shift 
of personnel from bibliographic, curatorial, and cataloging activity 
to public service. Cumulative growth of collections and programs 
led to the need for new “friends.” In early years, the associates raised 
funds to support collection building and fellowship programs. In 
1974, the library’s director, realizing that a backlog of necessary tasks 
was growing, asked an officer of the associates to plan and institute 
a volunteer program. 
Operations were based in the office of the library’s associate 
director. A call for volunteers went out in A Newberry Library 
Newsletter, offering work as reference and research assistants, book 
oilers, typists, and manuscript sorters-with a requirement that 
recruits would commit themselves to at least four hours a week. Within 
the first year, twenty people were working, and the associates laid 
plans to open a bookstore for the library staffed entirely by volunteers. 
A New berry Library Newsletter has carried features on individual 
volunteers for the purposes of recognition, public relations, and 
recruiting. They are a good sample of the range of volunteer activities. 
For example, thousands of pieces of sheet music have been sorted 
into two groups (pre- and post-1870) and alphabetized by title, 
facilitating access to an uncataloged collection. Ben Hecht’s literary 
and personal papers arrived in five huge packing boxes in total 
disorder; a volunteer spent three years sorting the collection and 
prepared an exhibition to celebrate opening the collection for research. 
Volunteers joined distinguished dance critic Ann Barzel in initiating 
the Chicago Dance Collection with dancers, dance companies, 
choreographers, teachers, and critics giving their papers to the library; 
processing has been almost entirely a labor of love under the 
supervision of staff curators (Sheehy, 1990). There were 250 boxes 
of miscellaneous genealogical clippings, pamphlets, charts, and 
letters processed and these form the basis of a vertical file with card 
catalog subject access. The library’s McNickle Center for the History 
of the American Indian worked with a volunteer to prepare a guide 
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to a collection of drawings by George Catlin. In the process, the 
volunteer established that the collection is the largest such collection 
in the world. Although not strictly a part of the volunteer program, 
the library’s rare book cataloger for many years spent weekends during 
the 1970s cataloging pre-1840 American sheet music. The catalog was 
ultimately published as a three volume set by G. K. Hall. Then, 
in his last two years on the staff, he began to catalog anonymous 
pamphlets in the library’s premier French Revolutionary Collection, 
a task which he completed in two succeeding years as a volunteer 
(15,000items were entered in the OCLC database). 
From the outset, operation of the Newberry volunteer program 
has been shared by staff and volunteers-with a designated 
coordinator from each group. At first the program operated out of 
the associate director’s office, which also handled the Newberry 
Library Associates. Later the program moved into the development 
office where it  was the responsibility of the public affairs officer. 
At the current time, it is in the office of public events under the 
guidance of the events director, formerly a reading room supervisor 
and a long time member of the staff-knowledgeable about library 
operations and well known to library supporters at many levels. 
Volunteer coordinators have been drawn from-indeed volunteered 
from-the library’s support groups and from a variety of its voluntary 
activities. They have worked with the staff to recruit, interview, and 
place volunteers and have joined in planning events for training, 
socialization, and recognition. 
This brief account of the Newberry experience forms a 
background for an assessment of the past success and future potential 
of using volunteers. Library management, staff, and volunteers were 
surveyed or interviewed to formulate a perspective which may guide 
other research libraries in assessing their own experience or in 
formulating plans for using volunteers. 
MANAGEMENTPERSPECTIVE 
The literature on volunteers emphasizes the importance of 
management support for volunteer programs. Initiative for programs 
needs to come from, or be endorsed by, an organization’s leadership. 
Implementation, if not undertaken at the executive level, needs to 
be done by individuals with a thorough understanding of the working 
environment, the staff, and the volunteer labor pool. Resources 
necessary to real commitment of staff time are required. Although 
salaries are not paid, the cost of some forms of recognition and reward 
must be considered. 
The Newberry Library, as an independent library, operates under 
the governance of a volunteer board of trustees responsible for its 
WYLY/NEWBERRY VOLUNTEER PROGRAM 321 
fiscal welfare. The board, in turn, appoints a president and librarian 
whose current management team includes vice presidents in charge 
of library operations, research and education programs, admin- 
istration and financial affairs, and development. 
The Newberry’s senior officers join the volunteer corps at 
luncheons twice a year to thank them for their contributions to the 
library. They see that many tasks are appropriate for volunteers, such 
as basic and simple tasks essential to major fund-raising efforts, 
clerical tasks throughout the institution, recruitment of teachers for 
adult education courses, and clerical work in the bookstore, etc. They 
do work supplementary to the library’s mission as well as work that 
is central to it. Charles T. Cullen, Newberry president since 1986, 
says: “Without them we could not be what we are” (personal 
interview, June 21, 1991). Volunteer involvement forms bridges 
between scholars and the public, reminding everyone how libraries 
contribute to the common good. The Newberry Library provides 
volunteers a place to do meaningful work for people who may have 
wanted a life with books but found their livelihoods in other ways. 
Committee and board work, as well as other volunteer service, opens 
opportunities to pursue interests in the humanities and education. 
The Newberry Library and its collections have become known to 
a broader community through its volunteers. The president regards 
volunteers as staff-they are in the file of staff photographs-and 
he meets with them regularly. He just does not make salary decisions 
about them. 
Volunteers are key factors in the Newberry’s development 
program. Gifts of materials and funds are voluntary, and a corps 
of givers is needed in solicitation of gifts-in person, by phone, and 
by mail. The library could extend the use of volunteers in fund raising 
and could expand their involvement. Development volunteers need 
training, education, and timely updates on institutional affairs in 
order to represent and promote the institution. Control of energetic 
and enthusiastic volunteers is an institutional responsibility requiring 
tact and diplomacy. Volunteers need to be treated in ceremonial ways, 
such as with luncheons and receptions, and also need recognition 
and acknowledgment in print-i.e., in newsletters and annual reports. 
The officers see the volunteer program as critical to the library’s 
success in promoting itself; its volunteers serve as an army of 
promoters. 
STAFFPERSPECTIVE 
The Newberry Library is staffed by 100 individuals-librarians, 
curators, conservators, researchers, fund-raisers, public relations 
people, a bookstore manager, and facilities staff to name a few. 
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Thirty-five of them were informally surveyed by questionnaire to 
measure involvement with volunteers and to elicit a sense of the 
range of volunteer activity today. Twenty people responded. To 
expand upon these responses, four staff were interviewed-the staff 
volunteer coordinator, a curator using volunteers for sophisticated 
projects, an office manager overseeing volunteers in routine clerical 
work, and a curator who had expressed reservations about reliance 
on volunteers. 
Sixteen staff responding to the survey employ volunteers in a 
broad range of tasks which could be classified as clerical, 
bibliographic, cataloging, library public service, other public service, 
technical, conservation, research, and retail. Volun teers address 
thousands of pieces of outgoing mail every year and sort incoming 
mail for catalogers, curators, and bibliographers; they search the 
catalog for new orders and duplicates in gift collections; retired 
librarians and new library school graduates catalog recent monograph 
collections; family or association members (among others) sort 
collections of personal and organizational papers; two professional 
librarians (a retiree and a part timer from another library) work at 
the reference desk; a photographer makes high quality facsimiles for 
cartographic exhibits; and a retired banker and an artist make slings 
and envelopes in the conservation laboratory providing protection 
for fragile books and pamphlets. For an atlas project, a volunteer 
researcher measures areas on maps and surveys counties by phone 
to document boundary changes, and eight volunteers help to operate 
the book shop year round. One hundred forty volunteers staff the 
annual book fair which nets $25,000-$35,000a year for general support 
of the library. Volunteer recruitment has been done through volunteer 
coordinators, the associates, referrals from friends or other staff, word 
of mouth, or newspaper announcements. Staff perceptions of 
recruitment are positive with some concern that there are more 
volunteers available than jobs for them, that someone needs to spend 
more time developing job descriptions, and that there is a need for 
more formal recruitment procedures in general. Time for training 
and supervision of volun teers varies with tasks involved-i.e., from 
an hour to several months at the outset and little supervision to 
several hours a week. 
The Newberry Library’s staff liaison for its volunteer program 
also manages public events, social functions, and the institutional 
calendar. This person has had an expanding role in public outreach 
for the library, taking initiative for the public tour program 
inaugurated in 1985. Volunteer guides or docents lead two tours each 
week in addition to specially scheduled tours for dignitaries and 
conference attendees. Docent training covers the history of the library 
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and its major collections, the activities and functioning of its 
departments and research centers, and the history of the building. 
After eight weekly classes, docents gave tours in pairs with one leading 
and one critiquing. Each docent was asked to do a research project 
or to work in a library department or center. The tours are publicized 
widely in city guides, magazines, and newspapers and have been well 
attended; these tours have been the impetus for major growth in 
the total volunteer corps from thirty-four in 1983 to ninety-four in 
1988. Volunteer rolls now stand at 250 with 140 working only for 
the book fair. The volunteer liaison spends about 15 to 20 percent 
of her time on the volunteer program. In her view, the purposes 
of the program are to supplement staff, to do things that need to 
be done, to enrich institutional hospitality, to cultivate donors, to 
get manual tasks done, and to make public outreach, such as tours 
and concerts, possible. She has seen staff acceptance and employment 
of volunteers improve over the years and credits the work of volunteer 
coordinators for this. To her, the outstanding volunteer is a person 
who has strong affection for, and commitment to, the library, who 
will do several projects, who will be reliable, and who will recruit 
friends to volunteer and make other contributions to the library. 
The office manager in the Newberry’s Development Office 
oversees about a dozen volunteers who prepare promotional materials, 
newsletters, invitations, and fund solicitations. At the time of her 
interview, she was recruiting to rebuild her volunteer force which 
had been depleted by illness, other absences, and loss of interest due 
to irregularity in schedules for mailings. Although the tasks are easy 
and training minimal, she finds that volunteers need lots of 
attention-coffee, snacks, conversation, and general greeting when 
they arrive. They need to feel needed and appreciated. Although 
the office has several people generating volunteer tasks, it works best 
to have the volunteers responsible to, and reliant upon, just one 
staff member for each project or activity. A real sensitivity to abilities 
and frustration levels is required in working with clerical volunteers. 
When physical or other disabilities interfere with tasks, another task 
is substituted. The purposes of the program, in her view, are to get 
work done, provide meaningful activity for volunteers, and to give 
them social opportunities and friendship. 
The curator of manuscripts has managed dozens of volunteer 
projects after overcoming an initial strong reluctance to do so. In 
the 1970s, this individual did not see how outsiders could be brought 
in to work with original materials, particularly given concerns about 
security and about assigning work to nonprofessionals. Experience 
with several undergraduate interns, however, resulted in breaking 
down tasks into units amenable to short term commitments. Thus 
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she was able to translate this experience into projects done over longer 
time periods a few hours at a time. In retrospect and also for the 
future, she thinks that orientation and training for staff using 
volunteers has been weak and that i t  needs to be strengthened. When 
the volunteer program began, she had a narrow view of it-that it 
could serve outreach and fund-raising purposes but not real library 
work. Now she sees volunteers as essential to survival since they 
enrich the library’s community-bringing in people of diverse 
backgrounds and experience. For her own part, contact with 
volunteers of various social backgrounds has given her social 
experience and confidence to become an effective curator and builder 
of archival collections. To a degree, volunteers have served as her 
mentors. The manuscript volunteers are a roster of bankers, artists, 
dancers, teachers, businessmen, society women, and former librarians 
who have given time, knowledge of the collections, and loyalty. Their 
projects’ results are a catalog of collections organized and documented. 
The curator responsible for genealogical collections and services 
inherited a group of volunteers with his position. They maintain 
vertical files, fill photocopy requests, and do some simple indexing. 
While appreciative and enthusiastic about the work they do, his own 
public service load does not allow him to give the amount of attention 
to and supervision of volunteers that he thinks the program requires. 
In the interview, he observed that junior staff can find it difficult 
to manage and control the work of highly intelligent people who 
may be of their parents’ or grandparents’ generation and who are 
not being paid. 
The literature on volunteerism often warns of the need to 
overcome staff resistance to volunteers and their fear that they will 
be replaced by volunteers. There does not seem to be strong resistance 
or fear among Newberry staff at present-perhaps because of a 
confluence of events in the late 1980s. In 1987, the Newberry began 
to retrench in all areas of its library operation-reducing staff 
positions, cutting serials subscriptions, and delaying projects of 
various kinds-while i t  set about a campaign to increase endowment. 
Work force reduction was done over several years in deliberate and 
planned steps. However, no matter how well planned, all such 
adjustments are followed by a period of figuring out how to operate 
with reduced means. In very real ways, volunteers have stepped into 
the breach. They have been accepted by staff because they share the 
work that is to be done. They have, in a sense, taken the place of 
paid staff and, fortunately for the Newberry and its public, present 
and future, the response has generally been relief and not fear. 
Staff attitudes toward reliance on volunteers seem generally 
positive. The benefits identified by staff can be classified as doing 
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essential work, accomplishing desirable work, enhancing and 
broadening the library’s community, providing social involvement 
and intellectual fulfillment for volunteers, and giving encouragement 
and inspiration to library staff. In responding to the survey, one staff 
member noted that it is unhealthy to rely solely on volunteers for 
core activities and asked that the staff receive more advice, 
information, and training in the supervision of volunteers. Survey 
respondents suggested that the library should expand use of volunteers 
in the areas of fund raising, front-line institutional information desks, 
and outreach to school groups. 
THEVOLUNTEERPERSPECTIVE 
As related earlier, the Newberry Volunteer Program began as 
an activity of the associates as a way of expanding their contributions 
to the library, recruiting more members, increasing understanding 
of the library among members, and strengthening ties between 
supporters and the institution. All volunteer coordinators have come 
from the Newberry Library Associates’ governing committee. 
Currently a retired medical librarian is volunteer coordinator. She 
brings her years of professional experience and her increasing 
knowledge of the Newberry and its staff to the process of matching 
jobs and volunteers; her professionalism is brought to bear with staff 
in defining tasks, and it heightens credibility of the program. To 
gain insight into volunteer experience at the Newberry, the 
coordinator and two volunteers were interviewed. 
The volunteer coordinator was first recruited as a volunteer by 
a Newberry staff member and participated in the book fair. She finds 
that motivation for volunteering varies, but that sociability is often 
a key element. Recruitment is accomplished through tours, word of 
mouth, public programs, and classes. There are more willing 
volunteers than the library staff can absorb. Training is dependent 
on having staff with teaching abilities and time to train and supervise 
volunteers until they can become independent. Retaining and 
rewarding volunteers is difficult to manage in formal ways, and success 
seems to come from their love of the institution, the social satisfaction 
of participation, and the work itself. Problem volunteers are handled 
carefully, with benign neglect preferred over confrontation in 
terminating volunteers. Volunteers who are disruptive or un-
productive are quietly dropped from telephone lists. The volunteer 
coordinator indicated that there is some sense among staff that 
volunteers have displaced employees. 
One of the principal bookstore volunteers moved into the 
neighborhood in 1982 as a newcomer to Chicago. After walking by 
the library for several months, she went in and asked if they needed 
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volunteers. Interviewed in the development office, she was asked if 
she preferred social activity or solitary work, and, since she was lonely 
and new in town, she opted for social activity. She went to work 
in the bookstore, and, by her own account, i t  gave her a sense of 
community and saved her sanity. In her view, recruitment is so 
effective that there are more volunteers than opportunities. Training 
needs to be structured and assignments need to be scheduled with 
mutual commitments between staff and volunteers. She thinks that 
volunteers stay committed because they feel needed. While she 
personally does not value awards and gifts to volunteers for their 
recognition, she thinks that volunteer pins and logo items are useful 
for publicity purposes. In addition to her regular service, she 
represents the Newberry volunteers in a city-wide network of 
volunteer coordinators. 
A senior librarian from the University of Chicago’s Crerar Library 
became a Saturday docent in response to a newsletter announcement. 
This individual joined the docent corps with several years experience 
with the Chicago Architecture Foundation, and he found the training 
well structured and a good preparation for representing the library 
to general audiences. He observed that universities and their libraries 
can also use generalists to serve as good campus and library tour 
guides for new students, parents, and alumni. He finds satisfaction 
in learning about another institution, in intellectual involvement 
with its humanities focus, and in friendship with other docents. 
In 1991, Newberry’s 250 volunteers contributed about 11,725 hours 
of work. At minimum wage, this amounts to $58,625 and, given the 
sophisticated level of some volunteer activity, the paid value with 
benefits is more realistically estimated at $85,000. They work in all 
library departments, in the four research centers, in the development 
office, in the bookstore, and in two wholly volunteer-operated 
programs (the book fair and the docent program). The largest number 
(140)work for the book fair. Special Collections employs the largest 
number for year round commitments (thirty-seven). Many volunteers 
are retired professionals, and forty are known to be employed. Some 
people volunteer at several Chicago institutions while others commit 
several days a week to the Newberry. Proximity to the library seems 
to be a factor, with 136 living within Chicago and ninety in fairly 
comfortable walking distance. Very few live beyond the reach of public 
transportation. 
ACCOMPLISHMENTS, AND POTENTIALBENEFITS, 
Volunteer contributions to Newberry activity have been 
considerable. Development, educational, and outreach mailing 
operations have been volunteer driven since the 1970s. Numerous 
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gifts of manuscript collections have been processed which otherwise 
would have been turned down or consigned to processing backlogs. 
The logistics of “Early Music from the Newberry” concert manage- 
ment would be impossible without volunteers handling mailings, 
subscriptions, program production, hall setup, and ushering. Exhibits 
and publications have been enhanced and enriched-from research 
and label writing to student tours. Manuscript collections have been 
sorted, and guides have been prepared. A scholarly exhibit on the 
Inquisition was mounted. Collective biographies of early Chicago 
were indexed. The library’s eighteenth-century titles in English were 
reported to the Eighteenth-Century English Short Title Catalog 
project and corrections continue to be made. All of this was done 
by volunteers and otherwise would not have been done at all. At 
a time of shrinking resources, the Newberry has been able to maintain 
and extend its commitment to collect, organize, and preserve library 
materials and promote their effective use. 
Over the past ten years, the Newberry Library and several major 
metropolitan public libraries have encountered economically difficult 
times. Large public libraries, independent research libraries, and 
museums have pioneered in the development of friends support 
groups and in the employment of volunteers. University library 
friends groups are well established in many universities-supporting 
collections and special projects. Drawing upon these community 
resources may be the means by which to offset the impact of a 
shrinking work force. 
The  Newberry Library volunteer program bears out the 
predictions made at the 1979 Allerton Park conference-i.e., of needs 
perceived and needs met. The accomplishments and enthusiasm of 
the Newberry volunteers embody the attitudes toward giving, 
volunteering, and charitable organizations found in the Gallup 
Survey-strong confidence in private and public educational 
institutions. With more volunteers waiting than the Newberry 
Library can currently accommodate, i t  is evident that use of volunteers 
could be increased. Many people are not asked to volunteer, most 
who are asked do volunteer, and many who are not asked volunteer 
anyway. Therefore, i t  seems that volunteers are there for the asking- 
ready to serve as leaders through board membership, as managers 
of volunteer projects, and as service volunteers doing myriad necessary 
tasks (Giving and Volunteering in the United States, 1979, p. 10). 
Employment of volunteers is not without its hazards. 
Management commitment must include enough staff time to plan 
and develop volunteer jobs and to train regular staff to supervise 
volunteers. Without these elements, staff will be reluctant to assign 
anything more than the simplest of tasks to volunteers and may not 
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realize the high contact needs of some volunteers with the result 
that drop-out rates will be high. Staff need to be assured that they 
are not being replaced by volunteers, and this is still difficult to 
do. Apt supervisors of volunteers can extend their working capacity 
by using volunteers-making them prospective, if not retrospective, 
replacements for employees. It is important to view volunteer 
programs as a way to enhance a library’s mission, to do useful work, 
and to extend its community without losing sight of professional 
responsibilities of staff and administration. Volunteers work because 
they want to, and what they want to do may or may not be what 
most needs doing. Thus the selection of, and negotiation about, 
assigned tasks requires diplomacy and tact. Mature volunteers with 
strong professional and life experience can intimidate younger staff 
and forcefully promote personal agendas, of ten unwittingly, 
sometimes to the point of getting themselves and others over 
committed. Strong and well coordinated employee and volunteer 
involvement in planning for use of volunteers can ensure positive 
outcomes. 
Managing volunteers day to day draws on skills, techniques, and 
patience. It calls for policies and guidelines similar to those required 
in managing student assistants-concise training, well conceived 
procedures, and tasks or projects suited to short periods each day 
over months rather than years. Recruiting volunteers demands a 
population of individuals who have time to give and who can 
understand and share in the institutional mission. They can be 
identified through local civic or educational organizations, retirement 
communities, or through alumni associations. Libraries with 
established friends organizations have natural communities upon 
which to build their volunteer programs. Alumni and university 
development offices are experienced with volunteer activity and can 
be asked to share their expertise. In return, they can broaden the 
base of individuals committed to supporting their institutions, and 
volunteers themselves can develop a deeper understanding of how 
important financial support is to the future of libraries. 
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